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him for feeling as if he too has earned a PhD. We will share this accomplishment just as we 
have shared everything else in our lives, with love. 
Appreciation as well for my children whose matter of fact acceptance of this new 
project of their mother’s helped me keep things in perspective. Not once did any of them say, 
“Mom, you’re nuts! What are you thinking?”  That matters more than they’ll ever know. I 
hope that my pursuit of this degree in mid-life will model for them a love of learning and the 
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example as she completed her own studies. I couldn’t have asked for a better guide through 
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Lastly, I would like to express my immense gratitude to the university 
community at “Urban State University.” The administration embraced my research 
fearlessly and smoothed the way for me at every turn. Without their support this 
study may never have been realized. To “Joe,” the intrepid dean of the library and 
my most persuasive gatekeeper, you are my hero. Thank you for sharing your 
journey with me.
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3Abstract 
 
 University administrators are asked to make dozens of critical decisions on a 
daily basis. From the largest to the smallest, each decision has an impact on the entire 
university community. This study seeks to understand the process of decision making 
on the individual and the interpersonal level. In an era of fiscal constraints and the 
need for greater stewardship of dwindling resources, university administrators can 
only benefit from a better understanding of their own and other’s decision making 
processes.  A clear understanding of the human element at the core of institutional 
processes such as budget allocations will help academic units such as the library 
better position themselves for success. The principal research question addressed by 
this study is: How are funding allocation decisions regarding the academic library 
impacted by social influence events and interactions? 
 This study is informed by the theories of influence as described by Dr. Robert 
Cialdini (2009) who attempts to describe and explain the very human process of 
decision making. The researcher sought to discover how decisions are made within 
an organization. How are decision makers influenced? What is the role of the library 
director in higher education decision-making especially in the context of budget 
allocations?  Social psychology is a field rich in findings, theories, scientifically-
tested knowledge and practical applications, which has yet to capture the attention of 
the library profession.   
 This qualitative, ethnographic study was carried out within one participating 
site.  Data gathering techniques included:  Document Review; Semi structured 
interviews; Participant Observation; Visual Mapping; and Field Notes (thick 
description). Ethnographic techniques such as Member Checks; Journaling; and an 
iterative process of analysis were also employed.  The study was carried out from 
April of 2013 to the June of 2014 at a large, public university (to be known as 
“Urban State University”).  
 The study findings suggest that, at Urban State University, an incremental 
budget allocation process based on small changes to a historically based budget 
provided many opportunities for interpersonal negotiations and influence between 
the unit heads and the vice presidents.  At every stage of this process the researcher 
was able to identify instances of influence and persuasion as described by Cialdini 
(2009). Of his six “pillars of influence:” liking, reciprocity and social proof were 
found to be the most important elements at play. Other elements such as authority, 
commitment and consistency are also present. The principle of scarcity proved more 
difficult to identify.  
Beyond the Cialdini themes, this study found other prevalent themes 
impacting decision making which revolved around both interpersonal and inter-
institutional relationships. These include relationship management, communication, 
socializing, negotiation and change. Interviews emphasized the importance of being 
seen as a “team player,” of “supporting the mission of the university,” and of the 
intangible yet crucial concept of “getting it.” Based on the findings from this study, 
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the researcher was able to create a model of social influence for the university 
setting. The model shows both external and internal influence factors and places the 
dean at the center as the principal agent for influence. More than micropolitics, more 
than the old concepts of power and influence as described by French and Raven 
(1959) the most important advocacy tool in the library’s arsenal appears to be the 
dean’s ability to interact on a consistent basis with the university’s key decision 
makers in a collaborative, authoritative and supportive manner.  
This study fills the gap in the literature which exists between Influence 
Theory, Higher Education Administration and Academic Library Administration and 
identifies applications which will inform and improve the practice of academic 
library leadership. It applies a little used methodology to the study of library 
leadership and recommends future studies employing ethnography in this area. It also 
recommends further research into social emotional skills as part of an expanded 
curriculum for library and information science education.  
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Chapter 1:  Introduction 
 1.0 Introduction 
The library profession has been fire-tested by the ever shifting economic 
trends and explosive technological developments of the past thirty years. Academic 
libraries, in particular, continue to look for ways to survive the same crucible of 
environmental factors that have impacted their institutions. Publicly funded 
universities have seen their state support reduced dramatically at the same time that 
their student enrollment is declining. As resources grow scarcer, academic library 
leaders are searching for ways to be better and more effective advocates for their 
units.  
The strategic application of advocacy techniques in an academic library 
environment is no longer an avoidable side line but a matter of survival. Unlike their 
colleagues in the public library world, academic library leaders do not often have the 
option of rallying the public in defense of their cause. The academic library is often 
marginalized if not completely ignored in any state-wide advocacy strategies led by 
state library associations.  Participating in library association-sponsored lobbying 
events such as National Legislative Day or Library Snapshot Day does not make as 
much sense for academics as it does for public librarians. Receiving and tracking 
legislative updates from the state capital is not as useful an activity for them as it is 
for the public librarians.   
 Instead, the academic library director is often on his or her own defending the 
budget request at a budget hearing with the Provost, the Budget Manager or the Chief 
Financial Officer of the university. How he or she handles that specific event is not 
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always as critical as the director’s perceived standing within the university 
community and how well they manage their relationships with key decision makers 
and colleagues.  This research project is an attempt to discover and analyze the 
process by which university administrators make budget allocation decisions. What 
can appear from the outside as a formal, structured process with little room for 
personal judgements, upon closer inspection, can be revealed to be a highly 
interpersonal one in which the decision makers can be influenced or persuaded to 
make one set of decisions over another.  This chapter will offer a description of the 
economic context in which the research is rooted. It will also state the formal 
research problem and provide a brief introduction to the research methodology. 
Lastly, this chapter will include a discussion of the possible contributions to the 
professional literature as well as the foreseeable limitations of the research. 
1.1 Context 
 In early 2012 the Association of Research Libraries (ARL)1 in the United 
States published a rather alarming graphic along with its annual statistical survey of 
members. It received a fair amount of attention beyond the library world for its 
dramatic visual portrayal of the university library’s shrinking share of the 
university’s overall expenditures. Below is the same chart updated with data from 
2013. The downward trend is marked, dramatic, and seemingly irreversible. 
                                                     
 
 
1 “The Association of Research Libraries (ARL) is a non-profit organization of 125 research 
libraries at comprehensive, research institutions in the US and Canada that share similar research 
missions, aspirations, and achievements.”  http://www.arl.org/about#.VGTbMPnF-ao 
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Figure 1: Library Expenditures as % of Total University Expenditures 
 
http://www.arl.org/storage/documents/eg_2.pdf 
 
An accompanying graph overlaid a second line trending sharply upward. It represents the 
university’s overall increase in expenditures in sharp contrast to that of the library’s.   
Figure 2: Library and University Expenditure Trends 
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http://www.libqual.org/documents/admin/EG_3.pdf 
 
 Kolowich, in a 2012 issue of Inside Higher Ed, noted that the percentage of 
university funds allocated to academic libraries shrank for the 14th straight year in 
2009, dipping below 2% for the first time. This trend actually predates the 
parameters of the above graph. The decades’ long decline in the library’s share of the 
university’s budget peaked in 1974 at about 3.83%. By 1982, when this particular 
graph begins, the percentage had already dipped to 3.67% and is now down below 
2% (http://www.insidehighered.com/news/2012/02/21/library-budgets-continue-shrink-relative-
university-spending). Davis (2012) also wrote about this trend for The Scholarly 
Kitchen. In an attempt to understand the phenomenon beyond the simplistic 
explanation that the “library has lost its coveted position as the intellectual hub of the 
university,” Davis views it as a combination of success and failure. While 
successfully demonstrating their ability to live within the limitations set by the parent 
institution, librarians may have been too acquiescent in giving up their share of the 
university’s resources (http://scholarlykitchen.sspnet.org/2012/02/15/a-shrinking-piece-of-the-
university-pie/).  Lowery, in a 2013 study written for ARL’s Research Library Issues, 
tries to find some good news in statistics provided by member libraries. His main 
question is, ‘When will the budgets of ARL libraries recover to pre-2008 levels?’ 
The answer appears to be not any time soon. In fiscal year 2011-2012, four years 
after the start of what is now known as the Global Financial Crisis, 52% of 
responding libraries reported either flat or declining acquisitions budgets. Eighty-
nine percent reported administrative budgets that had not kept up with inflation, had 
increased less than 3%, remained static or were reduced from the previous year. His 
conclusion is a sobering one. Even where there have been some small gains, they are 
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insufficient in the face of the dramatic losses incurred since 2008 
(http://publications.arl.org/rli282/2). 
 The library profession, clearly, is facing a “perfect storm” of serious 
challenges. The economic downturn which has been steadily deepening for the past 
several years, rising inflation, the explosion of Web 2.0 and the universe of readily-
accessible information sources delivered to users on demand, and the questioning of 
the importance and continued relevance of higher education itself have all 
contributed to a siege mentality which is palpable at every professional gathering and 
in the literature of the library field (Guarria, 2011; Guarria & Wang, 2011).  
Unadorned library use statistics which, for many years, were considered 
adequate justification for library budget allocations have morphed into return-on-
investment, data aggregation and assessment. Large academic libraries now routinely 
hire people to fill positions such as Assessment Director or Assessment Projects 
Librarian. Libraries are earnestly attempting to produce numbers which prove their 
value to the institution (Howard, 2010b; Kaufman, 2008; Mays, Tenopir & Kaufman, 
2010). They are turning, as well, to marketing professionals and advocacy 
consultants in an attempt to enhance their ability to market their services to the 
university.  What, if anything, can be done to recover even a small portion of the 
slice of the pie which used to belong to the library? 
 Cuillier and Stoffle (2011) have written about the reductions in state 
appropriations which have impacted almost all public universities and especially 
their own institution, University of Arizona. In lieu of what used to be a consistent 
and reliable form of funding, libraries at public universities have had to look 
elsewhere for sources of funding. They have had to become more entrepreneurial in 
order to survive. Cuillier and Stoffle describe two approaches to the problem: 1) 
  
 
Funding the Academic Library Page 15 
 
seeking alternative sources of revenue such as student fees, library endowments, 
donor gifts, auxiliary funds, fees for services and grants; or 2) reducing costs by 
outsourcing non-essential services, engaging in consortial purchasing, pressuring 
vendors to lower prices, resources sharing and accelerating the move from print to 
digital resources. Library deans are now expected to play a major role in fund 
raising, spearheading initiatives such as annual and planned giving programs and 
Friends of the Library groups. All these roles once were performed by the 
university’s development department for the larger institution. Deans now 
understand they have a vested interest in overseeing these efforts for their own units.  
Library deans also find themselves honing their communication skills both inside and 
outside of the library. Stoffle and Cuillier (2011) describe the steps taken by the dean 
of the libraries at University of Arizona to be a good advocate: she meets regularly 
with the president and the provost, she networks with other deans and key 
administrators and she also meets regularly with students. Beyond her own efforts, 
the dean of the library also ensures that library personnel are also involved in key 
university committees and task forces. “All of this helps keep us in the information 
loop, makes the libraries more visible, and fosters important allies on campus.” (p. 
142). 
 Simmons-Welburn, McNeil and Welburn (2007) built their study of the use 
of lateral influence on college campuses on the results of a survey instrument 
distributed to four-year colleges. They placed their own research in the context of 
power and influence as described by Kipnis and Schmidt (1982) and the work of 
Julie Todaro (2006) who first mentioned Cialdini’s theories of influence and 
persuasion in the library literature. They note the dual nature of university 
organizations as being both hierarchical and heterarchical when it comes to decision 
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making (Simmons-Welburn, et al., 2007, p. 298). The particular challenge for 
academic library deans is that they must learn to function within an executive culture 
as well as the collegial culture of traditional higher education.  
 The results of their study, which the authors admit had a low response rate 
and produced a small sample, showed that the use of lateral influence and, in 
particular assertiveness, varied by Carnegie Classification. The larger and more 
complex the institution, the more aggressive the use of political influence strategies 
by deans and directors. In their conclusion, the authors suggest that further research 
must be done “on influence as a way of analyzing advocacy as a way for libraries to 
get things done on college campuses, as a way of seeing how library deans and 
directors cope with organizational politics” (Simmons-Welburn, et al., 2007, p.302). 
By using a qualitative and ethnographic methodology and focusing intensively on 
one case study, this study will extend and enrich the findings of the Simmons-
Welburn, McNeil and Welburn research. 
 
1.2 The Research Problem 
 The purpose of this study is to observe and identify the interpersonal 
interactions present during the decision making process within a university setting. 
The study focuses primarily on the academic library within the university and the 
funding allocation process. The theoretical framework which informs the study 
comes from the field of social psychology and specifically the theories of influence 
and persuasion as described by Robert Cialdini (1984; 2009; 2012). 
The principal research question addressed is: How are funding allocation 
decisions regarding the academic library impacted by social influence events and 
interactions? 
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The study looked specifically at the interpersonal interactions among 
administrators and unit heads in an attempt to identify social influence events as they 
occurred and through the use of interviews to enquire as to the personal decision 
making processes of key administrators.  
While one can easily find discussions of university budgetary processes, 
organizational culture and decision making models within the literature of higher 
education (Barr & McClellan, 2011; Tierney, 2011; Birnbaum 2011), it is all but 
impossible to locate a study which focusses on the interpersonal use of influence and 
persuasion and the impact those interactions may have on decision making. One 
reason may be that these moments of interaction often go unnoticed by both the 
influencer and the influenced. Another reason may be that key decision makers are 
uncomfortable acknowledging the role of heuristics or mental shortcuts in their 
official capacity. People resist the idea that they are vulnerable to these types of 
influence. Although some studies have shown that if one demonstrates conclusively 
to people that they are susceptible, they do become more savvy about influence 
pressures being exerted upon them (Cialdini & Mortensen, 2008; Cialdini & Sagarin, 
2005). 
Through the use of a qualitative, ethnographic methodology which involved 
embedding the researcher, interviewing the decision makers and shadowing the dean 
of the library to administrative meetings, the researcher sought to discover examples 
and instances of social persuasion. By combining the results of the appropriately 
chosen and applied methodology and that of the most revelatory theoretical 
framework, the researcher was able to formulate answers to the research question. 
Consequently, the findings from this study may help academic library leaders to 
position themselves strategically and develop improved support within their 
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organizations. The findings may also serve to improve and enhance library 
leadership programs within information science curricula. 
 
1.3 Methodology 
 Ethnography, as a research methodology, is the prolonged study of a culture 
or organization from the inside and field work is its primary technique. Van Maanen 
(2011) describes it in this way: 
The method reflects a bedrock assumption held historically by fieldworkers 
that ‘experience’ underlies all understanding of social life […]. Fieldwork 
asks the researcher, as far as possible, to share firsthand the environment, 
problems, background, language, rituals, and social relations of a more-or-
less bounded and specific group of people. The belief is that by means of 
such sharing, a rich, concrete, complex, and hence truthful account of the 
social world being studied is possible. (p.25) 
 
In order to find the most comprehensive and truthful answer to her research question, 
the researcher chose ethnography as the methodology best suited to the discovery of 
subtle social interactions.  For this ethnographic study one institution was chosen as a 
field site based on its suitability and accessibility to the researcher. Within that 
institution the library was used as the basis for a case study using ethnographic 
techniques such as participant observation and semi-structured, on-site interviews 
with significant stakeholders.  The researcher became embedded in the target 
institution towards the end of their fiscal year 2013 (which ran from July 1 to June 
30th) in order to observe the end of the fiscal year budget planning process. This 
period comprised the Pilot Study or Phase 1 of the study. The researcher was able to 
continue her main study at the same site from June 2013 through June 2014. This 
lengthy embedment allowed for a protracted period of observation which was 
invaluable for data collection. 
  
 
Funding the Academic Library Page 19 
 
Through the review of official documents such as annual reports, 
accreditation self-studies, minutes of meetings, and other relevant documents, 
coupled with attendance at regularly held meetings both at the administrative level 
and at the unit level, the researcher gained an understanding of the formal, official 
processes for allocating annual funds. In order to achieve a more in-depth knowledge 
of the informal processes at work and delve into the social dynamics of influence and 
persuasion amongst the decision makers, the researcher shadowed the dean of the 
library and the provost or Chief Academic Officer, engaged in participant 
observation practices by attending all budget related and some non-budget related 
meetings at the university. The researcher also spent time on campus interacting with 
administrators, faculty and staff on-site and off-site and at social gatherings.  
 
1.4 Contribution of the Research 
  The study findings reveal that the theory of social influence as defined by 
Robert Cialdini may be meaningfully applied to the decision making process within a 
university setting. The researcher was able to identify multiple stages of the budget 
allocation process at the study site which emphasized interpersonal interactions 
between the university provost and the academic deans and among the deans, rather 
than process-based formulas. In addition, the researcher found examples of decisions 
made based on social or political interactions displaying elements of commitment 
and consistency, reciprocity, social liking, authority, and scarcity. Of these, the most 
important in a university setting appear to be liking, reciprocity, and social proof. 
 These findings will serve to inform university librarians and others about the 
nature of decision making and the elements of influence which may be important. It 
will highlight the fact that as much or more sustained effort must go in to solidifying 
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and shaping the standing of the library director or dean on campus as goes in to 
drafting a budget request. Advocacy, as Dr. Ken Haycock puts it, “is a planned, 
deliberate, sustained, effort to develop understanding and support, incrementally, 
over time” (Haycock, 2011). True leadership, in Haycock’s view (2013), is a process 
of social influence, one person seeking to gain the support of another. There is no 
doubt that a better understanding of this process will provide academic library 
leaders with a new way of thinking about their role in the university. 
 Library Leadership 
 With respect to the literature of library and information science, this research 
will supplement and extend the preliminary work done by Todaro (2006), Welburn, 
Welburn and McNeil (2010), Simmons-Welburn, McNeil and Welburn (2010), 
Stoffle et al. (1993) and Stoffle and Weibel, 1995) and others who have described the 
importance of influence and persuasion in library advocacy efforts but have not 
studied it in a sustained manner. These authors have all indicated a need for further 
study employing different methodological approaches and qualitative strategies that 
would investigate the social dynamics of decision making on campus. This study fills 
that need in a very specific way by applying ethnographic techniques in a prolonged 
case study.  By employing the same theoretical framework as that done by Stenstrom 
and Haycock (2014) but extending it to an academic setting, this study contributes to 
the theoretical research program of those authors.  Their work, although focused on 
public libraries in Canada, is very closely related to the current study and future 
coordinated efforts are anticipated. It also makes a significant contribution to the 
literature of leadership effectiveness. Authors Weiner (2003) and Fagan (2012) both 
wrote extensive literature reviews of the state of leadership effectiveness studies in 
library and information science. Both authors comment on the lack of linkages both 
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within the field and to other related fields. Both authors also strongly recommend 
that future studies borrow more aggressively from fields in the social sciences such 
as psychology and organizational studies in order to arrive at new understandings of 
effectiveness. The current study presents an important step in this direction. 
 An article published in the online source, Inside Higher Ed, on December 10th  
of 2014, described the rather alarming new trend of library directors of well-regarded 
liberal arts colleges in the United States being fired or stepping down over what can 
only be described as a catastrophic breakdown in communication. The article, written 
by Straumsheim (2014), refers specifically to Barnard College in New York City and 
Wesleyan University in Middletown, Connecticut. In the first case, the library 
director stepped down voluntarily and in the second case, the director was dismissed 
by the university administration. In both cases the decisions were taken after 
protracted periods of debate over the role of the library and planning for the future. 
The author refers to what he calls a lack of “social smarts” as the root cause of the 
problem: “The problem those library directors ran into show the ‘social smarts’ 
needed to guide libraries through the transition” (Straumheim, 2014). While some 
may interpret this trend as a cautionary tale on the dangers of rampant change, a case 
must also be made for the importance of a higher level of training in the practice of 
social influence and persuasion. This study contributes to that goal by describing 
how social influence works in a university setting. 
Methodology  
An additional opportunity for contributing to the literature is that of extending 
the ethnographic work now being done on some campuses beyond that of user or 
space studies, by employing the same techniques to the study of library 
administration. While ethnography has become in the past decade a more frequently 
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used methodology for the study of user services in libraries, it has yet to be applied to 
the study of library leadership (Crabtree, Nichols, O’Brien, Rouncefield and 
Twidale, 2000; Marshall, Burns and Briden, 2007; Ostrander, 2008; Hahn and Zitron 
2011; Asher, Duke & Green, 2010; Carlson, 2007; Gibbons, 2013). This study 
demonstrates that there is much to be learned from a prolonged and detailed look at 
how library leaders function within their organizations.  
 
 1.6 Overview of document 
 This document is presented as six chapters. Chapter One offers an 
introduction to the research, states the research problem and situates the study within 
a theoretical context. It also offers an introduction to the methodology chosen for the 
study in addition to a discussion of the study’s contributions to the literature and its 
limitations. Chapter Two presents a review of the literature from which this study has 
been drawn. The existing gap in the literature is identified and a discussion of how 
this study will contribute to the existing knowledge base is offered. Chapter Three 
presents a description and justification for the methodology chosen for this research 
study. It explores the methodological foundations on which it rests and describes in 
detail the reasoning behind the researcher’s choice of ethnography as the 
methodological technique for the study. Chapter Four presents the findings of the 
study. In this chapter, each Cialdini principle is introduced, discussed and illustrated 
through the use of In Vivo quotations taken from the interview transcripts and 
selections from the field journal. Non-Cialdini themes are also presented. Chapter 
Four also includes a proposed model for social influence in the university based on 
the findings. An ethnographic report in offered in Chapter Five. The researcher 
believes that this alternate way of presenting the data adds a valuable perspective to 
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the findings and also allows the reader to relate to the data more closely through the 
use of enhanced ethnographic reporting. In this chapter, the researcher illustrates 
some of the native themes which arose during the study period and offers more 
insight into the participants of the study. The combination of the Findings and the 
Ethnographic Report chapters provides the most comprehensive view of the study 
site. Chapter Six offers the concluding remarks of the researcher and includes a 
review of the combined findings, a discussion of the contributions and significance 
of the study (both practical and theoretical), a description of the assumptions, 
delimitations and limitations of the study and, finally recommendations for future 
research.  
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Chapter 2:  Literature review 
 2.1 Introduction 
 In this chapter the researcher situates the present study within the context of 
the three major fields of literature from which it will draw. Creswell (2009) 
explained that the literature review in a research study serves multiple functions: 
It shares with the reader the results of other studies that are closely related to 
the one being undertaken. It relates a study to the larger, ongoing dialogue in 
the literature, filling in gaps and extending prior studies. It provides a 
framework for establishing the importance of the study as well as a 
benchmark for comparing the results with other findings (p.25).   
 
In a similar vein, Murchison (2010) discusses the purpose of the literature review as 
situating the proposed research in a larger context and building an argument for the 
particular contribution that the current study will make (p.53). The researcher of this 
study has followed a developmental journey from the first readings in which she was 
simply learning new concepts, filling in gaps in her knowledge base and identifying 
relevant related fields to the middle stage in which she began to make connections 
and, ultimately, to a more intentional and focused search for specific subjects and 
types of work. A literature search is not a one-time event. It occurs regularly over the 
course of the research and writing of a project. It shifts direction and morphs as 
needed. It simultaneously expands and contracts as the researcher hones in on her 
topic. 
 In this literature review chapter, the researcher seeks to identify and present 
those studies which may inform and contextualize the current study. The goal is to 
identify an area of research which has not been explored and which this study will 
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address. There are three major areas which the researcher has chosen to explore: the 
literature of higher education, both from a governance and a leadership perspective, 
the literature of social psychology as it pertains to influence and persuasion, and the 
literature of library leadership. The first will allow the researcher to understand the 
context in which university decision making and budget allocations function. The 
second will afford the researcher a theoretical framework with which to analyze and 
understand her findings. The last area, that of library leadership, will validate the 
need for the particular perspective and insight that the current study seeks to offer.  
 Database searches were executed at various stages of the research project 
over a four year period. Using the online resources of the San José State University 
Library, the researcher was able to perform multiple searches on the following 
databases:  Library Literature and Information Science Full Text;  Library, 
Information Science & Technology Abstracts with Full Text (LISTA);  PsycINFO 
(American Psychological Association); ERIC via Ebsco and Academic Search 
Premier; and ProQuest Dissertations & Theses. Another ProQuest database, 
Sociological Abstracts, was also explored in the early stages of the research and was 
found to be an excellent source for articles delving more deeply into social 
psychological topics such as pro-social motivations, normative conduct and beliefs, 
self-perception, impression management, and situational influence. RSS Feeds such 
as news alerts from The Chronicle of Higher Education, The Scholarly Kitchen and 
various library listservs also helped the researcher to keep track of new publications 
in related fields. 
 Part 1 of the literature review will investigate the field of social psychology 
which has long been consulted by business leaders and marketing professionals for 
insight into decision making, influence, persuasion and compliance. Influence theory 
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may help us to find answers to many questions such as: How are decisions made 
within an organization? How are decision makers influenced? What are the tools of 
persuasion and compliance which can be brought to bear in marketing campaigns, 
negotiations, leadership and change management? This section of the literature 
review will also touch on two ancillary fields which shed light on our understanding 
of social influence. They are judgement/decision making and power/micropolitics. 
All of these fields are rich in findings, theories, scientifically-tested knowledge and 
practical applications, which have yet to fully capture the attention of the library 
profession.  
 Part 2 of the literature review will look at the literature of higher education. In 
order to better understand the role of library leadership within the academic 
environment, it is important to understand the current factors impacting the parent 
organizations. Libraries must be understood within the context in which they operate. 
The literature of higher education administration is broad and deep. The desired 
leadership traits  of university presidents, the role of the chief academic officer or 
provost, the peculiar organizational culture of academic institutions, decision making 
structures that differ widely from small college campuses to large, multi-campus 
university systems, change and crisis management and budgetary processes are just a 
few of the areas on which studies abound. This study will approach that body of 
literature only as it pertains to the central research question. 
 Part 3 of the literature review will take a sustained look at the field of library 
leadership, a vast field of study at both the scholarly and the practitioner level. 
Countless dissertations and journal articles have attempted to shed light on library 
management practices, the library budget process, the role of the library director in 
the university, perceptions of library director efficacy by library staff, etc.  This study 
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will seek to fill the gap in the literature which exists among Influence Theory, Higher 
Education Administration and Academic Library Leadership with the hope of finding 
applications which will inform and improve the practice of academic library 
leadership. 
 
 
 
Figure 3: The Gap in the Literature 
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thoughts or behavior (Rashotte, 2007). Robert B. Cialdini, Regent’s Professor 
Emeritus of Psychology and Marketing at Arizona State University, is a renowned 
researcher in the field of social influence. He has held numerous prestigious 
academic and professional appointments 
(https://webapp4.asu.edu/directory/person/10913). His seminal works include 
Influence: Science and Practice (2001), currently in its 5th edition (2009).  
Cialdini’s Theory of Influence and Persuasion 
 In an effort to understand how people are influenced, Cialdini (2001) 
immersed himself in the world of compliance professionals, “the people who had 
been using the principles [of influence and compliance] on me all my life. They 
know what works and what doesn’t; the law of survival of the fittest assures it. Their 
business is to make us comply, and their livelihoods depend on it” (Cialdini, 2009, p. 
xi). He applied for sales positions in a number of different industries in order to go 
through their training programs. By combining his scholarly research with his field 
observations, Cialdini was able to identify six principles of influence (Cialdini, 2009, 
p. xiii): 
Reciprocation -- “One should be more willing to comply with a request from 
someone who has previously provided a favor or concession.”  
Commitment and Consistency -- “After committing oneself to a position, one 
should be more willing to comply with requests for behaviors that are consistent with 
that position.”   
Social Proof (or social validation) -- ‘One should be more willing to comply with a 
request or behavior if it is consistent with what similar others are thinking or doing.”   
Liking -- “One should be more willing to comply with the request of friends or other 
liked individuals.”   
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Authority -- “One should be more willing to follow the suggestions of someone who 
is a legitimate authority.”   
Scarcity -- “One should try to secure those opportunities that are scarce or 
dwindling”  
(Cialdini, 2009, 2001; Cialdini & Sagarin 2005; Gass & Seiter, 2011).  
 Compliance professionals regularly exploit what Cialdini calls fixed action 
patterns or automatic behaviors to achieve their desired results. This skill, whether 
carefully developed or innately acquired, gives these individuals a very powerful tool 
with which to achieve their goals. 
The secret of their effectiveness lies in the way they structure their requests, 
the way they arm themselves with one or another of the weapons of influence 
that exist within the social environment. To do this may take no more than 
one correctly chosen word that engages a strong psychological principle and 
sets an automatic behavior tape rolling within us (Cialdini, 2009, p. 10). 
 
  
The foundational research on social influence dates back to the mid-1950s.  
In 1955 Deutsch and Gerard published “A Study of Normative and Informational 
Social Influences upon Individual Judgment.” They had done an experiment which 
later became famous in which they asked college students to estimate the length of a 
series of lines which they were shown. The students were divided into three groups. 
One group had to write down their estimates, sign them and hand them in. Another 
group wrote their estimates down on an erasable pad which nobody could see. The 
last group kept their estimates to themselves. All of the students were then given new 
information and a chance to revise their estimates. Deutsch and Gerard found that the 
last group which had made no public commitment were the least loyal to their 
estimate and that the group which had made a public, written commitment was the 
most fiercely loyal. The act of making a public commitment is a very strong 
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psychological motivation. Cialdini references the work of Deutsch and Gerard in his 
discussion of Commitment and Consistency (Cialdini, 1984, p. 83). 
Leon Festinger (1957) developed a theory of cognitive dissonance which 
became a pivotal point in the research of social psychology. His theory states that 
individuals strive for consistency within themselves and are made uncomfortable 
when they perceive themselves to be in a state of inconsistency. Festinger replaced 
these terms with consonance and dissonance respectively.  He suggested that in the 
presence of dissonance, which is psychologically uncomfortable, a person will be 
motivated to achieve consonance. To do so, they will avoid situations and 
information which is likely to increase the dissonance. Dissonance, furthermore, is a 
commonly occurring condition. It can happen anytime there is new information 
presented or unexpected events arise. Festinger likened the need to reduce cognitive 
dissonance to the human need to reduce hunger by seeking out food. It is that primal. 
Reduction of dissonance, therefore must be seen as a basic human process (Festinger, 
1957). 
In his introduction to an article on self-perception published in 1967, Bem 
commented on the predominance of Festinger's work on cognitive dissonance in the 
field of social psychology describing it as "a theory which has received more 
widespread attention from personality and social psychologists in the past 10 years 
than any other contemporary statement about human behavior." Only five years after 
publication, Festinger's theory had engendered over 50 new studies. In those same 
five years, Bem tells us, "every major social-psychological journal has averaged at 
least one article per issue probing some prediction derived from the basic 
propositions of dissonance theory" (Bem, 1967, p.183).  In 1978, Greenwald and 
Ronis published an article in which they looked at the evolution of cognitive 
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dissonance theory over the past twenty years. The primary change, they explain, was 
the notion of personal responsibility for undesired consequences. Where Festinger 
had theorized that people sought psychological consistency or consonance, 
researchers in the 70s found that cognitive changes in the service of ego-defense or 
self-esteem maintenance were more important than psychological consistency. One 
can appreciate in the work of Festinger the underpinning ideas in Cialdini’s theory of 
consistency and commitment. 
 In 1966, Brehm published another foundational work, A Theory of 
Psychological Reactance. The theory states that when an individual perceives a 
threat to his freedom of choice, an emotional state is provoked which prompts him or 
her to work towards restoring this behavioral freedom. Reactance, for example, often 
encourages individuals to espouse an opinion that opposes the belief or attitude they 
were encouraged, or even CoErced, to adopt. As a consequence, reactance often 
increases resistance to persuasion (Brehm & Brehm, 1981). Cialdini discusses the 
work Brehm and psychological reactance in his discussion of the Scarcity principle: 
“As opportunities become less available, we lose freedoms. And we hate to lose the 
freedoms we already have. This desire to preserve our established prerogatives is the 
centerpiece of psychological reactance theory, developed by Jack Brehm to explain 
the human response to diminishing personal control” (Cialdini, 2009). 
 Cialdini’s theory about the Liking principle (the pressure to say yes to 
someone we know and like) is based on far too many experiments and published 
research to report fully in this study. He references, for example, the “halo effect” 
which states that people automatically assume good-looking individuals to be kind, 
intelligent, honest and trustworthy. This observation was noted in a Canadian study 
of federal elections: “attractive candidates received more than two and a half times as 
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many votes as unattractive candidates.” He also references a Pennsylvania study that 
tracked the fates of male defendants in criminal cases. The researchers found that 
attractive defendants were twice as likely to avoid jail as the unattractive ones” 
(Cialdini, 1984). 
 Early theories on the psychological phenomenon of deindividuation described 
the loss of self-awareness and of individual accountability in a group. Studies on the 
violence of crowds and mob behavior focused on anonymity as a cause (Festinger, 
1952).  Zimbardo (1969) revisited Festinger’s theory and described other causes of 
deindividuation. He found that joining in a group activity produced an arousal effect 
which produces sensory overload. Once in this state, individuals are more likely to 
rely on automatic processing of decisions which may lead to impulsive behavior. 
Diener’s theory of deindividuation (1979) focused on the loss of self-awareness 
which occurred in group situations. The masking of personal identity in groups leads 
to less self-observation and evaluation, thus reducing any sense of shame or fear. The 
Cialdini principles of both social proof and authority are built, in part, on studies 
such as these. 
Within the literature on influence and persuasion, one finds many studies 
concerned with nonconscious influences on behavior (Nolan, Schultz, Cialdini, 
Goldstein, & Griskevicius, 2008) and the various compliance tactics which have 
been studied and tested extensively. They include: Pre-giving, Foot-in-the-door, 
Foot-in-the-mouth, Door-in-the-face, Low balling and Disrupt-then-reframe (Davis 
& Knowles, 1999; Freedman & Fraser, 1966; Cialdini & Schroeder, 1976).  All of 
these tactics are explored by Cialdini in building his theory of influence and 
persuasion. These are only a handful of the historical studies on which Cialdini’s 
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research is based. (For a concise historical account of the development of social 
influence theories, see Malhotra & Bazerman, 2008).  
 What makes Cialdini’s theory of influence pertinent to this particular study is 
the way in which it springs from and encapsulates the work of many other theorists 
in social psychology. It is, in effect, a distillation of decades of research, 
experimentation and theory development on what makes people willingly comply 
with requests.  Its synoptic character makes it eminently applicable to almost any 
field of practice, including university and library administration. 
For a list of key definitions in the field of social influence see Appendix E. 
 In an effort to discover how other scholars have been applying Cialdini’s theories to 
various fields, the author turned to database searches in non-library fields.  A database search 
on ABI/Inform Complete, which specializes in business and economics magazines and 
journals, for Cialdini-based studies discovered many “hits” for the term “Cialdini.” Most of 
the citations retrieved were his own publications or with multiple co-authors. These appeared 
primarily in trade journals. Along with countless discussions of Cialdini’s theory of 
influence in the context of business applications, there were several articles that had applied 
Cialdini’s work on the effect of social norms. (Bobek, Hageman & Kelliher, 2013; Megehee, 
Strick & Woodside, 2012). 
 A database search on ProQuest’s Dissertation and Theses using “Cialdini” as the 
sole search term in the Text field resulted in almost 3,000 hits which varied widely in their 
focus and application. For example, Ostrom (2011) applied Cialdini’s Influence IQ Test, 
along with other instruments, in a mixed-methods, multi-case study of nonprofit leaders. The 
study sought to reveal the underlying “formula for success” of nonprofit executives. Laird 
(2008) studied the effective use of persuasive communication in the recruitment of potential 
student athletes. The study found that the interpersonal persuasive communication between 
the coach and the PSA was the most significant factor in the recruitment process. Conner 
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(2005) studied the use of compliance tactics (as defined by Cialdini, 2001) to reduce binge 
drinking on college campuses with a particular interest in finding evidence of automatic 
compliance responses. The findings in this experiment-based quantitative study refuted 
Cialdini’s automaticity claims. Rinaldi-Miles (2012) applied Cialdini’s principles of social 
influence to condom use in casual sex among college students. Using focus groups and 
surveys and a sample of 388 students, the author found that consistency, authority, and social 
proof were found to be the most active principles at work (with gender differences).  
 A secondary search in the same database restricted “Cialdini” to the Abstract field 
and “effectiveness in leadership” to the Text field. The resulting list was far smaller with 
only six results. Patouillet (2000) examined key attitudes of university alumni association 
member donors and member non-donors. Using quantitative methods such as surveys and 
statistical analysis, the author looked at several proposed explanations of alumni giving (and 
non-giving), among them Cialdini’s principles of persuasion.  Leiby (2011) applied the 
Cialdini principles of persuasion to a study of the impact of consultants’ advice to managers, 
specifically in the context of implementation of management control systems. The author 
was primarily interested in the Social Proof and Scarcity principles of persuasion and tied it 
to the competency level of the managers.  In a mixed methods study using, first, surveys of 
senior managers and then an experiment-based technique, the author found that consultants 
tailor their tactics to the perceived competency of the manager, using Social Proof or 
Scarcity tactics.  The results of these multiple searches confirmed that the use of the Cialdini 
theoretical framework is definitely present in the business and economic fields and that it has 
also begun to appear, in a limited manner, in higher education-based studies. 
 
2.3 Higher Education 
 Within the massive body of literature concerning the administration of 
institutions of higher education, this study will focus primarily on the fields of 
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Organizational Culture, Governance, and Power and Influence. Even within this 
focus, the sheer volume of research and publication is staggering. What follows, of 
necessity, is a mere sampling. The goal of the current study is to garner an 
understanding of the organizational culture and governance structure of the North 
American university, to explore the role of the Chief Academic Officer, especially as 
it relates to his or her interactions with their subordinates, and to search for 
discussions of power and influence in the current literature.  
 In an excellent literature review of the history of budgeting process in 
universities, Allison (2009) described the various classes of budgeting systems (i.e., 
line-item budgeting, planning programming budgeting, zero-based budgeting, 
incentive-based budgeting, etc.) and concluded that in the past decade or so most 
universities have moved to a combination of systems which the author labels as 
“alternative” systems. The author also discussed how the prevailing culture of 
“shared governance” affects the budget process, indicating that various studies have 
come to conflicting conclusions on the impact of shared governance. Whereas in the 
past the most frequent approach to budgeting may have been incremental increases, 
the new economic realities have changed that. Departments and programs that once 
may have assumed that their very existence was guaranteed and that central 
administrations saw it as their task to protect the more fragile academic units can no 
longer depend on this support. 
 Barr & McClellan (2011) offered a basic primer on how budgets work in 
universities. It was addressed, not to the chief financial officers of these institutions 
but to the new department head, unit manager or dean and, thus, is a very useful tool. 
It opens with a brief discussion of the current economic conditions (recession, etc.) 
and the impact on both public (reduced state aid, grants and scholarships to 
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individual students, shrinking tax base) and private institutions (shrinking 
endowments, reductions in annual giving, etc.). The role of the budget manager is 
described broadly: “the role of the person with budget management responsibility is 
very consistent. That person must make sound fiduciary judgements, be an informed 
listener, be adept in gathering fiscal resources, be an institutional friend maker, and 
be a fiscal problem solver for the unit" (pp. 18-19).  For a breakdown of the elements 
of a budget, budget types and budget models, etc. this is an excellent resource. Also 
discussed are centralized versus de-centralized budget processes and the more 
common hybrid ones. 
 One of the most informative compilations of recent thought on Higher 
Education currently in print is the monograph, Introduction to American Higher 
Education, edited by Harper and Jackson (2011). It contains a series of scholarly 
chapters on many issues written by respected experts in their fields. Robert Birnbaum 
contributed a chapter on “Problems of governance, management, and leadership in 
academic institutions” which does an excellent job of describing the ways in which 
universities differ from organizations in the business and industry arenas. Most 
important among these is the concept of governance which refers to “the structures 
and processes through which institutional participants interact with and influence 
each other and communicate with the larger environment" (p. 298). Unlike the more 
hierarchical and linear business model in place at most corporations, universities are 
governed by a board of trustees, a president and his or her cabinet (formal authority) 
as well as the faculty as represented by its Senate (less formal). This “dualism of 
control” between the administrative and the professional authorities is what defines 
university governance.  
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These two sources of authority are not only different but in mutual 
disagreement. In business organizations, the administrative line officers direct 
the primary goal activities of the institution, and the staff professionals 
provide secondary support activities and knowledge. Conflict caused by the 
incompatibility of administrative and professional authority is resolved by 
recognizing the supremacy of administrative authority. But in professional 
organizations such as colleges and universities, the resolution is far more 
problematic. These organizations have staffs composed predominantly of 
professionals who produce, apply, preserve, or communicate knowledge 
(Etzioni, 1964) and who are also responsible for setting organizational goals 
and maintaining standards of performance (Scott, 1981). […] in professional 
organizations administrators are in charge of secondary activities; they 
administer the means to the major activity carried out by the professionals 
(Birnbaum, 2011, p. 302). 
 
 Birnbaum (2011) also discusses governance within the framework of power 
and influence.  He alludes to the power typology first put forth by French & Raven 
(1959) which posits the existence of five kinds of power within social groups: 
Coercive, reward, legitimate, referent, and expert power. Among the different types 
of organizations he describes: i.e., Coercive (prisons), utilitarian (business firms), 
and normative (colleges and universities), Birnbaum observes that normative 
organizations: 
 […] rely on referent and expert power that is less likely to cause alienation 
and that produces committed participants who are influenced through the 
manipulation of symbols. This does not mean that faculty are indifferent to 
money, or that they will not become disaffected if they do not consider their 
salaries to be reasonable. But it is true that faculty members on many 
campuses are likely to be influenced more by internalized principles of 
academic freedom and ethical behavior, and by communications from 
colleagues who are seen as sharing their values, than by salary increases or 
threats of administrative sanction (p. 304).   
 
Birnbaum also identifies five possible approaches for the study of organizational 
leadership: trait theories, behavioral theories, contingency theories, symbolic and 
cultural theories, and power and influence theories (p. 309). 
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 In another seminal study based on the work of French & Raven, Moxley 
(1980) created a power typology which she then used to study the role of the student 
personnel director in the university budgetary process. Written at a time when 
administrators of student affairs were concerned about their continued relevance and 
value to their organizations, given their diminishing financial support, Moxley 
wanted to get to the bottom of just how decisions were made with regards to the 
budget. What she found was that different organizations had varying decision 
making models in place, from the formal power guarded closely at the top of the 
administrative structure to the collaborative and collegial model of deciding budget 
allocations. Her dissertation includes a detailed literature review of the many 
attempts over time to define the notion of Power and Social Influence. Moxley uses 
the French & Raven power model as a theoretical framework for her thesis. Briefly 
stated, the five power bases are as follow: 
(“O” refers to the agent of influence, “P” refers to the target) 
1. Legitimate Power -- stems from internalized norms and values held by P which 
dictate that O, by virtue of his role or position, has the right to prescribe behavior for 
P in a given domain, and P is obligated to comply.  Also comes into play in situations 
where feelings of "ought to" arise. 
2. Referent Power -- stems from P's use of O as a point of comparison or 'frame of 
reference' for self-evaluation. When P complies because he likes O and wants to 
adopt opinions, attitudes, and behaviors similar to those of O, positive referent 
influence is operating.  Negative referent influence can operate as well. 
3. Reward Power -- occurs when O can mediate rewards for P. The rewards can be 
impersonal or personal, actual awards or promises. 
4. Coercive Power -- stems from P's expectation that he will be punished by O if he 
fails to conform to influence attempts. May take the form of actual punishment or 
threats. 
Expert Power -- has as its basis P's attribution of superior knowledge or ability to O. 
 
To these, Moxley proposes a sixth basis of power: 
 
6. Information Power -- stems from the content of O's communication. The facts are 
convincing and P understands why he is believing and behaving differently. [ . . . ] 
For informational influence to be effective the information must fit into O's value 
system and cognitive structure. If the communication is viewed as manipulative, 
informational influence will be rejected (Moxley, 1980, p. 26). 
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 Moxley’s thesis also includes a lengthy discussion of the various governance 
models in play at universities: the Bureaucratic (hierarchical, supreme leader, 
organized, system of promotion and reward, authoritative, disciplined); the Collegial 
(community of scholars, shared authority, joint participation, participative 
governance, consensus process); and the Political (decisions are made through 
compromises, accommodation and bargaining) (Moxley, 1980, p. 35). Of particular 
interest to this study is Moxley’s discussion of informal political activity. She 
describes  activities such as decision makers meeting informally to establish firm 
commitments prior to the official meeting, legitimate decision makers relying on the 
advice of people who do not have formal authority, behind the scenes bargaining in 
which unofficial participants seek out contact with designated officials, etc. She 
warns the reader that some of these activities are so concealed that even the official 
decision makers may be unaware of the influence being exerted upon them (Moxley, 
1980, p. 43).  
 Lindner (2008) examines how the organizational culture of an institution (as 
well as its various, competing subcultures) impacts the outcome of incremental 
change management. In an effort to define the topic, Linder quotes from Edgar 
Schein: 
Organizational culture is a pattern of basic assumptions that a given group 
has invented, discovered or developed in learning to cope with its problems 
of external adaptation and internal integration, and that has worked well 
enough to be considered valid, and therefore to be taught to new members as 
the correct way to perceive, think and feel in relation to those problems (as 
cited in Lindner, 2008, p. 22). 
 
In underlining the importance of comprehending the local organizational culture, 
Linder also examines Birnbaum’s theory of the university organization as organized 
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anarchy and the importance of the use of symbols for persuasion. Among her 
conclusions was the insight that effective university leaders must demonstrate a high 
degree of emotional intelligence which is composed of self-awareness, self-
regulation, motivation, empathy and social skills (Lindner, 2008, p. 28), 
 Tierney (2011) also writes about organizational culture. He proposes an 
almost anthropological approach in which the culture is viewed as a vast spider’s 
web of structure, components, individuals, social groups and influence. He also 
underscores the importance of understanding the actors’ interpretations of the web. 
Tierney believes that the administrator who does not take the time and effort to 
understand the culture takes the risk of transgressing its norms and traditions, making 
what might have been a simple error in judgement into a major campus brouhaha.  
 Parsons (2011) writes about the concept of a communications community. In 
describing the “golden era” of Higher Education federal policy in the United States 
(mid 1960s to the 1990s), Parson describes the formation of a community of policy 
actors who came together as a byproduct of their collaboration. His essay offers a 
lengthy description of the creation of the Higher Education Act of 1965 and the key 
players of the period: Edward Kennedy, Claiborne Pell, Nancy Kassebaum, James 
Jefford, Robert Theodore Stafford and President Lyndon Johnson. The author makes 
the point that during this era of well-defined common ground a communication 
community was formed, based on a common experience and a common language, 
signs and symbols. The more different groups within the community collaborated, 
the stronger the bonds they forged (emotional, intellectual and moral bonds) (p. 397).  
Communication communities […] exist to solve problems. […] problem 
solving depended on, and as framed by, an axiomatic system of beliefs, 
institutional relationships, personal relationships, and values that guide the 
community in the construction and design of student aid programs. 
Successful problem solvers were those who built their solutions on these 
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foundations and showed how the community's past and future were linked to 
acceptance of those solutions (Parsons, 2011, p. 399-400).  
 
Thus, in order to be accepted as a problem solver, one ought to first be accepted as a 
member of the communication community. This is where an understanding of the 
workings of influence is critical. 
 Ly (2009) wrote a thesis in which she studied community college 
administrators’ perceptions of political behavior during planned organizational 
change. In her conclusion, Ly proposes the concept of “politically perceptive” 
administrative behavior. The politically perceptive administrator: “(a) exhibited a 
high level of awareness of workplace politics, (b) recognized how to manage 
relationships with other organizational members in a socio-political environment, 
and (c) considered timing when taking action. Specific examples illustrating 
politically perceptive administrative behavior were highlighted and the three spheres 
(i.e., anticipatory thinking, calculated patience, and role acting) central to being 
politically perceptive were discussed” (Ly, 2009). 
 In a qualitative, multi-site research study exploring the budgeting process in 
universities, Birdsall (1995) interviewed twenty deans, budget directors and other 
administrators (but no library directors). He wrote about the micropolitics of 
budgeting in universities and made very clear statements on the importance of 
informal power, networking, collaborative action, knowledge of the organizational 
culture, etc. He refers to influence without referencing the work of Cialdini or other 
theories of influence. Quoting from Joseph Blase (1991), Birdsall defines 
micropolitics as “the use of formal and informal power by individuals and groups to 
achieve their goals in organizations.” (p. 427). That definition goes on to stress that 
any action whether conscious or unconscious, cooperative or conflictive may have 
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political significance and fall into the realm of micropolitics.   Birdsall’s view of 
micropolitics within academia is almost Darwinian in nature. He speaks of an 
“ongoing contest for control and influence,” “coalitions of people with diverse 
interests and goals,” and environments characterized by “bargaining, negotiation and 
jockeying for position” (p. 427). Among his findings, Birdsall describes the 
importance of personal characteristics of the leaders within an organization. “The 
personal impression conveyed by a campus administrator to others is often 
unintended or "unconscious," but interviewees note the importance of character traits 
such as the willingness to listen, a respect for the views of others, empathy, and trust 
as factors in allocation decisions” (p. 435). Birdsall concludes by stating that there is 
“a widespread acknowledgment among them (interviewees) that the use of influence 
strategies is a rational approach to achieving goals in academic life.” (p.436) 
 There is in the literature of higher education a sizable amount written about 
the role of the Chief Academic Officer (CAO), also known as the Provost or the Vice 
President for Academic Affairs. Paradise and Dawson (2007) trace the evolution of 
the CAO’s duties as they deviate from a primarily internal orientation to an 
increasingly external orientation.  The traditional or historical functions of the CAO 
focused on hiring and evaluating faculty, maintaining accreditation, and developing 
or maintaining the curriculum. The more contemporary role includes a host of new 
responsibilities such as: institutional competitiveness, enrollment management 
issues, unfunded mandates from the state and federal governments, student scores on 
entrance exams, college rankings in the popular media, all sorts of accountability-
related issues such as tuition increases, graduation rates and outcomes assessment, 
and, of course, the ever present task of funding and resource development. These 
new responsibilities may not have replaced the old one -- which still clamor for 
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attention -- but they vie for the energy and attention of the CAO. Paradise & Dawson 
(2007) call this the “fragmentation of the role of the CAO” (p.30-31). Mission creep, 
in the form of expanded sports programs, food services, economic development 
operations, entrepreneurial consulting, etc., further serve to distract the Provost. 
What often results is the addition of new administrative positions at the top echelon 
of the university.  
To handle many of these recently added responsibilities and demands, an 
ever-growing number of central administration officers, vice presidents, and 
advisors to the president are brought in. Each seeks his or her place at the 
table of power [...] Add to this menagerie the normal collection of traditional 
vice presidents and advisors, and the provost becomes a voice in the crowd 
(Paradise & Dawson, 2007, p. 31-32). 
 
 The provost in a small to medium sized college will usually have several 
associates, deans or assistant deans and department chairs who report to him or her. 
In a larger university environment, there will often be a dean for each of the schools 
or colleges as well as department chairs with extensive administrative 
responsibilities, all reporting to the CAO.  Holyer (2010) described the role of the 
CAO as that of a cultural bridge, facilitating communication and understanding 
between the business culture in which the board of trustees, the president and other 
administrators function and the collegial, and sometimes chaotic culture in which the 
faculty function.  The CAO needs to have a good understanding of both cultures as 
well as the ability to translate between them so as to represent the interests of each 
group to the other. The CAO needs to be able to take the institution’s educational 
vision and convey it to the faculty in a meaningful manner. He or she must know 
how to lead the faculty without dominating them.  Good communication skills and 
social-emotional intelligence are key leadership abilities to develop in these 
positions. “Unquestionably, though, the most important form of leadership is through 
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many individual or group conversations. These conversations should not be an 
attempt to lobby, but genuine efforts to create the understanding that will enable 
faculty members to share the vision, modify it appropriately, and implement it 
effectively” (Holyer, 2010, p. 33). 
 The role of the academic dean within the university can also be viewed as one 
of middle-management. Some key expectations of the deanship include: personnel 
management within their department, student support, budgeting activities, 
development of new opportunities and departmental growth, etc. Deans are 
dependent upon support from their chief academic officers, the president and the 
board of trustees at the same time that they are responsible to the faculty, staff and 
students of their college or department. Andrews (2005) offers a list of the 
personality traits most valuable in a dean: integrity, honesty, and flexibility, ability to 
change, timeliness, humor, and trustworthiness. Beyond being knowledgeable and 
experienced in his own subject field, the dean must be proficient at: administration, 
accountability and assessment, budgeting, educational technologies, instructional 
leadership and, of course, the dean must be conversant in the mission, philosophy 
and history of the university. In theory, it is the job of the dean’s direct supervisor, 
the CAO, to train and oversee the dean in his or her duties.  Andrews (2005) states 
that, after personnel issues, budgeting is the most important of the dean’s functions. 
He describes the process in this way: 
Budget development begins with conversations with faculty members and 
other personnel. Budget requests are taken to the CAO who has the job of 
reviewing the requests from all of his reporting deans and then prioritizing 
those requests and weighing them against the institution’s projected funding 
for the coming year. Once those decisions are made and communicated to the 
deans, the unit heads then have to report and explain the results to their 
faculty and staff (p.10). 
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How he handles each step of this process says a great deal about the dean’s 
leadership abilities. Between the proverbial rock and a hard place, the dean finds 
himself managing communications and relationships in both directions. 
 In a dissertation written in 2009 (and later published in 2012), Thrash wrote a 
study of the leadership styles of academic deans in Ohio’s thirteen state-supported 
universities. A quantitative study employing surveys and ANOVA analysis, it 
attempted to find a correlation between the deans’ leadership styles and independent 
variables such as age, gender, years of experience, number of reporting faculty, etc.  
Using Blake and Mouton’s 1964 managerial grid, Thrash discussed the various 
leadership styles:   
Impoverished -- manager exhibits minimum concern for production and 
minimum concern for task. Avoids interaction with subordinates. 
Authoritarian -- maximum concern for production and minimal concern for 
people. Concentrates on increasing production through control and 
domination of subordinates. Fears loss of control. Also known as the “Angry 
Manager.”  
Middle-of-the-Road -- concerned that organizational rules and regulations be 
followed. Looks to others for direction. Uses tradition as a means of control. 
Situational leadership style (meaning that their management style changes 
according to the situation).  
Country Club -- high level of concern for people and low level of concern for 
task. Wants affection and approval from subordinates and colleagues and is 
excessively attentive to what others think. Happy employees but low 
productivity. 
Team Leader -- high concern for people and high concern for task. 
Accomplishes goals with well-trained and committed people who have a 
stake in the organization. Very successful style of management (Thrash, 
2012, p.5). 
 
The author goes on to describe both Participative Leadership and Transformative 
Leadership as the most desirable and effective styles. They have in common traits 
such as power sharing, joint decision making, empowerment and, above all, excellent 
and transparent communication.  Like Andrews, Thrash also sees the deans as 
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occupying a midlevel position and acting as mediators between the executive level 
administrators and the faculty: “...deans are in the center of controversy and debate; 
they play the role as college leader, university representative, consensus builder, 
mediator, and facilitator” (Thrash, 2012, p.1). The fact that most deans step into their 
positions directly from the ranks of the faculty with little or no mid-level, much less, 
executive training, makes it all the more imperative that they receive some form of 
support or mentoring from the CAO. There is a delicate interrelationship between the 
two positions dependent on trust, openness, and loyalty. 
 One area in which the literature of library leadership and higher education 
leadership converge is that of leadership effectiveness. Rosser, Johnsrud and Heck 
(2003) developed and proposed a model for evaluating leadership effectiveness in 
academic deans and directors. In their description of the role of the dean, the authors 
focused on the midlevel placement of the dean within the higher education hierarchy, 
placing them squarely at the center of any conflict or controversy and forcing them to 
perform the roles of “coalition builder, negotiator, and facilitator.” (p.2) Rosser, 
Johnsrud and Heck also comment on the shift in dean’s role from the traditional 
scholar and academic policy maker to that of entrepreneur and politician. In making 
this point, they observe that scholars in higher education literature are beginning to 
draw more heavily from a variety of disciplines. They specifically mention 
psychology and social influence as particularly informative in the study of leadership 
effectiveness, referring to the work of both Yukl (1989, 1993) and Chemers (1993). 
These two authors describe leadership in terms of success in influencing people: 
“effective leaders are able to obtain the cooperation of other people and to harness 
the resources provided by that cooperation to attain organizational goals” (Rosser, et 
al., 2003, p.5). 
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 Although the present study focuses on the budget process in the university, 
there is a great deal that can be gleaned from those studies that delve into the conflict 
management process, especially with respect to the roles of the CAO and the deans.  
In his study of leadership orientation and conflict management styles of academic 
deans, Kimencu (2011) states that the role of the academic dean is more political and 
social than hierarchical or technical. Using the Bolman and Deal (2003) four-frame 
leadership instrument and the Rahim Organizational Conflict Inventory (ROCI-II) 
administered to ninety-three deans, Kimencu found a significant relationship 
between the deans’ leadership frames and their conflict management styles.  Bolman 
and Deal’s four frames through which to view the organization include: structural, 
human resources, political, and symbolic. Kimencu explains that those managers 
who are able to shift their perspective from one frame to another as the situation 
warrants, tend to be the most successful at conflict management.  
 Nelson (1992) explores conflict management from the perspectives of chief 
academic officers. Using interviews, focus groups and informal discussions, CAOs in 
the Minnesota Community College System conveyed their stories of conflict 
management. Their narratives relayed the importance of power and communication. 
The theme of being stuck between two different cultures also emerged in this study.  
 Lastly, the present study is much informed by two separate dissertations that 
explore the allocation decision-making process during times of significant budget 
reductions. Using qualitative text analysis of public documents, Yagil (2008) 
described the process at the University of Nebraska at Lincoln in the early to mid-
2000s. One interesting phenomenon he described is that of Mimetic Isomorphism: 
[…] whereby institutions tend to follow other examples and slowly become 
similar in their responses regardless of benefits or drawbacks these solutions 
might offer (Gates, 1997; Oliver, 1991). According to Gates, mimetic 
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isomorphism tends to surface when an environment is faced with uncertainty 
as in financial difficulties. […]  The isomorphism that took place in the 1990s 
scarcely promoted any imaginative approach to budget cuts that would best 
fit local conditions (Yagil, 2008, pp. 72-73). 
 
 The concept of organizational isomorphism was discussed by DiMaggio and 
Powell in their classic 1983 article in which three different kinds of isomorphism are 
described: Coercive isomorphism which occurs via external pressures from parent 
or regulatory institutions that have authority over the organization in question. 
Mimetic isomorphism describes the degree to which organizations model 
themselves on each other. When faced with a difficult situation or institutional crisis, 
organizations might model themselves on other organizations they view as more 
legitimate or more successful without necessarily taking into consideration the local 
context. Normative isomorphism describes pressures which are brought about by 
the professional training of key employees of an organization. For example, people 
hired with similar educational backgrounds will tend to approach problems in similar 
way. Similarly educated and accredited professionals will bring in norms that push 
organizations to adopt particular processes and routines or forms (http://acawiki.org/ 
The_iron_cage_revisited:_Institutional_isomorphism_and_collective_rationality_in_
organizational_fields; Bolman & Deal, 2003). This is especially evident in academic 
organizations and libraries in particular. National organizations such as the American 
Library Association accredit graduate school programs and offer certifications 
ensuring a qualitative consistency of professional preparation. DiMaggio and Powell 
(1983) posited that organizations are constantly impacted by external forces -- social, 
political and economic. If they have insubstantial internal goals they become 
susceptible to these forces: 
Each of the institutional isomorphic processes can be expected to proceed in 
the absence of evidence that they increase organizational efficiency. To the 
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extent that organizational effectiveness is enhanced, the reasons will often be 
that that organizations are rewarded for being similar to other organizations in 
their fields. This similarity can make it easier for organizations to transact 
with other organizations, to attract career-minded staff, to be acknowledged 
as legitimate and reputable, and to fit into administrative categories that 
define eligibility for public and private grants and contracts (DiMaggio & 
Powell, 1983, p.153). 
 
This concept of mimetic isomorphism can be viewed as the organizational equivalent 
of Cialdini’s theory of social proof. If individuals, when faced with a complex 
decision, fall back on the heuristic of social proof (or what are other people doing?), 
isomorphism is simply social proof writ large. Organizations, after all, are comprised 
of individuals and social groups constantly engaging in social and political 
interactions. 
 Stewart (2010) discusses faculty perceptions of budget cuts and the decision 
making process at the University of Nevada, Reno. Specifically, the author chose to 
explore the extent to which academic faculty understood and appreciated the decision 
making process of the administration during a time of drastic reductions. The data 
collected revealed that although the faculty appreciated the complexity of the task, 
they didn’t always understand how the various criteria were selected, nor did they 
agree on their perceptions of how well the administration communicated their 
progress throughout the process. 
 In summary, the literature of higher education and, specifically, that dealing 
with governance, organizational culture, and academic leadership touches on many 
subjects such as communication, the impact of both internal and external forces on 
institutions, relationships, trust, loyalty, mediation, and collegiality, all of which can 
be viewed through the lens of Influence and Persuasion. At an institutional level, an 
organization may have formal processes for decision making, budgeting, and crisis 
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management, but many of those processes are shaped by the interpersonal 
interactions of its people. To date, though, the researcher has not discovered any one 
study which takes this social psychology approach to any of the previous topics.  
 
2.4 Library Leadership 
Budgeting, Administration, and the Role of the Library Director 
 A thorough review of the professional and research literature in Library and 
Information Science (LIS) indicates that theories of influence have not begun to 
permeate this knowledge base.  Simmons-Welburn, McNeil and Welburn (2007) 
have come closest to examining the intersection of influence and advocacy in their 
presentation to the Association of College and Research Libraries’ Thirteenth 
National Conference in Baltimore, Maryland. Their central research question, “When 
considering college and university library deans and directors as members of a 
campus-level executive group, is it possible to discern significant influence strategies 
or tactics used to influence peers (sic) administrators on their respective campuses?”, 
led them to create a study which used Kipnis, Schmidt and Wilkinson’s Profile of 
Organizational Influence Strategies as a theoretical construct (1982). This study does 
not mention Cialdini, yet it does suggest areas for future research which would 
engage “different methodological approaches through use of qualitative research 
strategies to more closely examine the social dynamics of collegiate decision-
making” (Simmons-Welburn, McNeil & Welburn, 2007, p. 302).  Only Julie Todaro, 
dean of library services at Austin Community College, mentions Cialdini or his 
theory specifically in relation to academic libraries (Todaro, 2006). Both sets of 
authors do so in an introductory and brief manner without offering an in-depth 
  
 
Funding the Academic Library Page 51 
 
analysis or theoretical application. They make note of the possible implications for 
their field but pass the torch along to future researchers. 
 A number of doctoral dissertations were written in the 1980s that attempted 
to analyze the role of the library director, decision-making processes within the 
university and the library, as well as perceptions of library directors by their 
superiors and underlings.  Gillespie (1980) surveyed business managers and library 
directors to attempt to identify the variables involved in the final library budget 
decision.  Findings suggest that quantifiable variables were the ones most frequently 
identified (i.e., income, enrollment, previous budgets, inflation factor, etc.). 
Qualitative factors included academic deans’ recommendation, and reports from 
accrediting agencies. The study also found that the final budget allocation decision 
was made either by the budget committee or in a meeting between the business 
manager and the chief executive officer.  
 Craddock’s (1986) study serves an historical purpose in that it captures a 
snap-shot of library staff attitudes towards the role of the library director. Among the 
findings were that the staff strongly preferred the director to center the focus of his or 
her attention within the library as opposed to the larger institution. They were least in 
favor of the director engaging in any roles involving research, publishing and fund 
raising.  
 McCarger’s (1984) dissertation undertook to study the role of the library 
director in the university’s budget decision-making process. Employing the Moxley 
Power Typology, which is based on 17 “influence activities” the author examines 
how the library director at each institution wielded that power during budget 
negotiations via the perceptions of the director’s peers, superiors and subordinates. 
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This study found that political activity on the part of the library director played a 
minor role in the decision-making process. 
  Holmes (1983) set out to discover how three different groups perceive library 
directors’ overall power in library decision-making. The author surveyed the 
directors’ immediate superiors and their subordinates, as well as the directors 
themselves, in eight decision-making areas. Findings suggested that positive 
perceptions of a director’s abilities in strategic decision-making, objective and policy 
setting contribute the most to his or her overall perception. The author found that 
“levels of outside influence” were not related to overall perceptions. 
 In the mid-1990s Carla Stoffle, then Dean of University Libraries and the 
Center for Creative Photography at the University of Arizona, and the 2012 recipient 
of the Joseph W. Lippincott Award of the American Library Association, published 
several articles and chapters in which she shared her experiences and expertise in 
library budgeting, change management and hot topics of that period such as TQM 
(Total Quality Management) and flattened organizational structures 
(http://www.library.arizona.edu/news/entries/view/2694). In a 1993 article titled The 
Politics of Budgeting, Stoffle makes a strong argument regarding the role of campus 
politics in the budgeting process. She breaks the budget process into two overarching 
stages: development and securement, and allocation and management. Neither of 
these stages, she argues, should be undertaken in isolation but in collaborative 
processes both within the library and the larger university community (Stoffle, 1993). 
Without referencing Cialdini or his theories of influence in a direct manner, Stoffle 
makes forceful arguments for courting allies, soliciting advice from key 
administrators, identifying and deploying keywords and phrases, building support 
among key decision makers, etc.  
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Making academic deans aware of the library's needs and goals by soliciting 
their advice will help build a base of support that can make the difference in 
the final budget outcome -- even if they are not part of the formal decision-
making group. Presidents, vice-presidents and provosts interact frequently 
with deans and solicit their advice and opinions in myriad formal and 
informal settings" (Stoffle, 1993, p. 10).  
 
In a clear demonstration of Cialdini’s thoughts on “liking” and “social proof” Stoffle 
describes the ways in which key university administrators talk to and influence each 
other just as they look to other aspirational institutions for emerging trends and 
themes (Stoffle, 1993, p. 11). 
  In an interesting essay written primarily for the university budget decision 
makers, Stoffle and Weibel (1995) attempt to explain to non-librarians how libraries 
have evolved over time and the impact of that ongoing evolution on library budgets.  
From Storehouse Model to Gateway Model to Knowledge Management Model 
(KM), the authors analyze the budget implications of each of these stages of 
development and take pains to acknowledge that most libraries have not moved 
completely from one model to the other but are migrating slowly. The authors point 
out that most libraries (in the mid-1990s) were somewhere along this continuum 
moving towards the KM model but that most were still funded based on the 
storehouse model. They then go on to discuss the various ways in which budgets for 
KM libraries should be structured differently. This is followed by a section which 
examines alternative sources of funding.  The very act of writing and publishing such 
a piece demonstrates Stoffle’s skillful use of influence tactics. 
 Sharon Gray Weiner (2003) published a comprehensive literature review on 
the topic of academic library leadership. In her piece, she reviews the relevant 
literature published between 1981 and 2003 and covers many aspects of leadership, 
“leader characteristics, leadership methods and strategies, vision, innovation, 
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influence, mentoring, organizational outcomes, management style, effectiveness, 
power, persuasion, job satisfaction, and career paths” (p. 6). Among her 
recommendations for future research are the need for more work on leadership 
effectiveness that are outcomes based as well as the need for a more in-depth look at 
the nature of influence and political power: 
There is a dearth of published studies or dissertations that relate leadership to 
effectiveness of library directors, their organizations or outcomes. [ . . . ] 
Professional networking, social skills that are important for development and 
fundraising, relationships with university administrators, aspects of influence, 
and the effectiveness of different internal organizational models are areas that 
need to be explored (p.14). 
 
 Jody Condit Fagan (2012) published an extensive literature review on the 
topic of library leaderships and the effectiveness of academic library deans. Her 
review goes back as far as the early sixties and as far forward as 2010. Fagan finds 
that the library literature on leadership effectiveness is disconnected both within its 
own field and from leadership studies in other fields. She notes that the library 
literature on this topic fails to connect with more general research on academic deans 
and she recommends that future research should “ground research questions in the 
context of existing theories” (p. 9-10). She goes on to suggest business psychology 
and educational administration as two fields worth further exploration. 
 In a study which bridges the divide between the late 20th century and the 
literature of the new millennium, Beverly Lynch and her co-authors (2007) replicate 
a study first conducted by Deborah Grimes in 1992-93. The original study examines 
the attitudes of university presidents and provosts towards the library. Specifically, it 
brings up the old sentiment of the library being “the heart of the university” and 
delves into its current applicability. The new study sought to compare and contrast 
the current findings with those from a decade earlier and to track the attitude shifts 
  
 
Funding the Academic Library Page 55 
 
over time. While not explicitly mentioning theories of influence, the snippets of 
interview dialogue included in the study reveal many instances of influence at work. 
In a similar study, Estabrook (2007) interviewed provosts and chief academic 
officers on behalf of the Association for College and Research Libraries to find out 
what they wanted from their campus libraries. Her findings revealed that CAOs 
wanted collections and services that met and surpassed accreditation demands and 
facilitated faculty and student success. They wanted the facilities and services to be 
central to the campus, active and filled with faculty and students on a daily basis. 
CAOs were aware of the need to participate in resource sharing arrangements. 
Surprisingly, none of those interviewed mentioned rising costs as a concern. 
 Linn (2008) studied the use of formal and informal power. He attempted to 
determine which strategies library administrators are using to obtain increased 
funding from their parent institutions.  His findings discuss a group of tactics which 
he calls “micropolitics: the use of formal and informal power by individuals and 
groups to achieve their goals within an organization” (p. viii). He was able to observe 
and identify both direct and indirect ways in which library directors use micropolitics 
to make their case for the library budget.   
Mash (2008) was interested primarily in a specific decision-making model 
called the Garbage Can or Anarchic model within the context of university decision-
making during the construction of new library buildings. His thesis sought to identify 
the influence of technology forecasting within that process. Of particular interest in 
this study of the Garbage Can model is the role of the "Entrepreneurs" in the 
participant stream who:  
Lay claim to a hearing through expertise, position, connections, negotiating 
skill. [...] Entrepreneurs, located throughout the organization, soften up the 
system over time by persistently floating and refining proposals. 
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Entrepreneurs remain alert for politically favorable timing in which they can 
claim that their proposal is a solution to a pressing problem. Entrepreneurs 
define problems in terms of pet solutions (Mash, 2008, p. 80). 
 
That is to say, a successful entrepreneur knows how to frame his or her unit’s 
funding needs as a solution to a problem within the larger organization.  
 A 2009 study by Ly examined administrators’ perceptions of political 
behavior during organizational change. Among the findings highlighted by the author 
was the identification of “politically perceptive administrative behavior” which 
generally led to the achievement of desired outcomes. Politically perceptive 
individuals a) exhibited a high level of awareness of workplace politics, b) 
recognized how to manage their relationships with other organizational members in a 
socio-political environment, and c) considered timing when taking action (Ly, 2009).   
 In 2011, two noteworthy dissertations were published about library budgeting 
within tough economic times. Blake Gonzalez (2011) examined budgeting strategies 
and described the internal and external conditions which led to the uncertain 
financial environment. Casey (2011) described the current recession focussing on the 
time period between 2007 and 2009.  The author explored the impact of the recession 
on higher education in general, and specifically on university library budgets. Some 
of the themes that arise are: the value of strategic planning; the importance of the 
alignment of the library’s goals with that of its parent organization; and the need for 
a culture of open communication and participatory management.  
 Stenstrom and Haycock (2014) studied the role of social influence in the 
decision making process in the public library context in the Canadian province of 
Alberta between 2009 and 2010. Based on Cheryl Stenstrom’s exploratory case study 
approach completed during doctoral studies,, the authors applied Cialdini’s theories 
of influence and persuasion as a framework for analysis. Their findings showed that 
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the most relevant influence factors at work were Authority and Commitment and 
Consistency. They also found that Liking was a notable factor in play. The current 
study was performed in a parallel time frame within the same research working 
group led by Ken Haycock at San José State University. 
 In a separate study, Stenstrom, Roberts and Haycock (2014) focused on the 
role of influence in city and public library partnerships. The authors explored the 
impact of influence techniques on the success of information technology 
collaborations between Canadian, urban public libraries and municipal IT 
departments. Using both survey instruments and semi-structured interviews, the 
authors looked for the presence or absence of each Cialdini principle. They found 
that Authority and Liking were the two principles most in evidence. 
 
2.5 Conclusion  
 This review of the literature demonstrates that a gap clearly exists between 
the research on influence in social psychology, higher education administration and 
the research in the library literature covering multiple areas (i.e., library 
administration, organizational management, leadership, advocacy, and decision 
making, etc.). Beyond a gap though, this researcher suggests that it is the melding of 
these knowledge bases that generate a new approach to thinking about library 
leadership.  It is the composite picture that arises from these three areas that richly 
informs the current study. An understanding of the special organizational culture of 
academia, the all but sacred notion of shared governance, the well-described 
variations on university budget allocations and the respective roles of the chief 
academic officer and the dean, when viewed through by the knowledge base of social 
psychology and applied to library administration can result in a powerful new 
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understanding of how the library director can become a successful and adept 
advocate for his or her unit. 
 What past researchers have designated as “political” behavior or perception, 
entrepreneurial skills, social emotional skills, micropolitical relationships and tactics, 
informal power, etc. may also be viewed through the lens of influence theory. This 
study will contribute primarily to the LIS research literature by applying influence 
theory to a new understanding of academic library funding. In so doing, it should 
also arrive at some pragmatic applications in the areas of library leadership.  
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Chapter 3:  Methodology 
 “Research is formalized curiosity. It is poking and prying with a purpose. It is a 
seeking that he who wishes may know the cosmic secrets of the world and that they 
dwell therein.”2  
Zora Neale Hurston  
3.1 Introduction 
 Once a research question or problem is formulated and the extant literature 
explored, the next important step is to identify the methodology best suited to 
address the question and find the answers you seek. In order to do so, the researcher 
must first understand what their own strengths and weaknesses are, what their 
epistemological understanding of the world might be and in the form in which they 
would like to present their data set. It is the combined answers to all these questions 
which propels a researcher down one methodological path or another. 
In this chapter the researcher explores and delineates the foundational 
underpinnings of the qualitative methodology chosen for this study. Viewed from the 
most comprehensive and encompassing theoretical foundation of Interpretive Social 
Science to the specific methodology of Ethnography, this chapter lays the 
groundwork for the research and justify the choices made. 
                                                     
 
 
2 Zora Neale Hurston (1891–1960), African-American novelist, short story writer, folklorist, playwright and 
anthropologist. Dust Tracks on a Road, ch. 10, J.P. Lippincott (1942). 
http://quotes.dictionary.com/research_is_formalized_curiosity_it_is_poking_and#2FTtZ6VXm7euw1X1.99 
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The research methodology of Ethnography and its key components are discussed in 
order to prepare the way for the subsequent analysis. What follows then is a 
description of the methodological plan employed in the creation of the current study, 
from site selection to ethnographic techniques, coding process, and a discussion of 
reliability and validity are all presented.  
 
3.2 Interpretative Social Science 
 The methodological foundation for this study anchors itself in the field of 
Interpretative Social Science (ISS).  Holstein and Gubrium (2011) in their chapter on 
interpretive practice in qualitative research describe it as “the study of socially 
constructed character of lived realities” (p.341). It proceeds from the principle that 
reality is constructed through social interactions on a daily basis. These authors see 
interpretivist social science as a movement which has gathered momentum in the 
past fifty years and that transcends the boundaries of particular disciplines. Neuman 
(2011) discusses the differences between positivist theories and interpretivist theories 
in the social sciences. While the former is based on “deductive axioms, theorems, 
and interconnected causal laws,” the latter describes and interprets the day to day 
lives of the people being observed (p. 105). A study rooted in an ISS perspective may 
encompass social science concepts if only as an organizing framework but is based 
on the observed reality of the participants: 
For ISS, a theory is true if it makes sense to those being studied and if it 
allows others to enter the reality of those being studied. The theory or 
description is accurate if the researcher conveys a deep understanding of the 
way others reason, feel, and see things. […] An interpretivist explanation 
documents the actor’s point of view and translates it into a form that is 
intelligible to the readers (Neuman, 2011, p. 105). 
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This study, while borrowing a theoretical framework from social psychology, is 
intended rather as an exploration of the way in which key decision makers in a 
university interact with each other and external colleagues in order to make the best 
possible decisions for their organization. While the Cialdini principles of influence 
and persuasion provide an organizing framework for the study, they do not limit the 
researcher’s observations nor circumscribe the voluntary acts of the participants.  By 
its very nature, this study sought to derive meaning not only from the superficial or 
official portrayal of an important internal process (i.e., budget allocation) but also to 
discover hidden or even subconscious informal processes that may factor in to the 
final decision making. To do so, it required an epistemological approach which 
facilitated the observation, description and analysis of social interactions at an 
interpersonal level and a methodology which allowed for this type of discrete 
information gathering. The interpretivist approach opens the door to a constructionist 
analysis. 
 
3.3 Social Constructivism  
 Creswell (2009) describes the social constructivist worldview as one in which 
the researcher seeks patterns and themes describing complex views in order to 
construct a theory. This is in contrast to the post-positivist worldview which begins 
with a theory and seeks narrow meanings and rigid categories. “The goal of the 
[social constructivist] research is to rely as much as possible on the participants' 
views of the situation being studied. The questions become broad and general so that 
the participants can construct the meaning of a situation, typically forged in 
discussions or interactions with other persons” (Creswell, 2009, p. 8).  A social 
constructivist proceeds with the assumption that social reality is constructed by the 
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people experiencing it. It is a dynamic and ever changing process that derives its 
significance from the meaning people assign to it (Neuman, 2011). 
 This study is based on a social constructivist frame of reference. As a former 
student of literature and literary history, the researcher is drawn to the social 
constructivist orientation due to its emphasis on intuitive interpretation, context 
orientation, emphasis on individual perceptions and tolerance of multiple meanings.  
A social constructivist views society as being composed of the relationships that 
individuals forge with one another. It is necessary then to understand how individuals 
see themselves, in relation to others, and situated within their own environment 
(Gagnon, 2010).  Organizations such as universities are complex social systems 
composed of multiple, often competing yet interrelated social units and therefore 
suited to this type of analysis.  
 
3.4 Ethnography  
 Ethnography, one of the many methodologies that fall under the umbrella of 
interpretative social science, “seeks to discover and record different types of 
information that are not readily obtainable through relatively detached approaches 
like surveys and observations” (Neuman, 2011, p. 12). It is a method used to study a 
group of people in their natural setting. (Creswell, 2009) What distinguishes this 
methodological approach from other qualitative approaches is the use of the 
researcher as a tool in the field. Fetterman (2010) describes it thus:  
The ethnographer is a human instrument. With a research problem, a theory 
of social interaction or behavior, and a variety of conceptual guidelines in 
mind, the ethnographer strides into a culture or social situation to explore its 
terrain and to collect and analyze data. Relying on all its senses, thoughts, and 
feelings, the human instrument is a most sensitive and perceptive data-
gathering tool (p. 33). 
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 The researcher believes that the kind of social interactions under observation in the 
current study would be more clearly discernible in informal situations than in 
formalized interviews or surveys. As Murchison (2010) states, “ethnography is about 
the messiness of human lives” (p. 13). Ethnographic techniques allow the researcher 
to not only observe but to experience all the social aspects of the society being 
studied. It is this direct and hands-on approach to the subject which distinguishes 
ethnography from other qualitative research methods. 
 Fetterman (2010) discusses the suitability of ethnographic techniques for the 
exploration of social and political structures and their underlying internal 
relationships. What Fetterman describes as the “penetrating inquiry into the informal 
networks and influences governing the corporation” is the cornerstone upon which 
this dissertation is built (Fetterman, 2010, p. 27).     
The researcher in the current study operated on at least two levels: the surface 
or official level at which the budget allocation process is portrayed in internal 
university documents, memos, minutes, flowcharts, organizational charts, etc. and 
the underlying informal level at which people within the organization relate to each 
other. It is the narrative of how those two levels interact which form the basis of the 
findings.  
 
3.4.1 Key Components of Ethnography 
 In this section, the researcher will discuss the most important elements of the 
ethnographic method of qualitative research. Each element will be introduced and 
comments made about how that specific element functioned within the current study. 
These observations are taken from the reflexive sections of the field journal kept by 
the researcher. 
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Participant observation -- in which the researcher attempts to find the appropriate 
balance between observing the lives of the people being studied and participating in 
those lives. It is important to gain the trust of the participants while maintaining the 
necessary professional distance which facilitates data gathering and analysis. The 
length of time in which the researcher is embedded in a site can range from six 
months to several years (Fetterman, 2010). Within this study, some examples of 
activities undertaken are: embedding on campus; gaining access to key budget 
meetings both at the administrative level and the unit level; shadowing key decision 
makers; informal interactions in the hallways, coffee room, cafeteria, etc. From the 
very first morning on campus at which the researcher was introduced to the entire 
administrative team (at a monthly meeting which had been fortuitously scheduled for 
that day) to the day when the provost encouraged the current dean of the library to 
tell the researcher a very confidential piece of information, because, “she needs it for 
her study!” to the many meetings at which she was urged to take a seat at the 
conference table instead of sitting off to the side, the researcher was welcomed, given 
full access and treated as a respected colleague. In turn, the researcher was respectful 
of all the members and the work in which they were engaged.  
Emic / Etic perspective -- these two concepts speak to the importance of identifying 
and understanding the insider point of view and then interpreting and analyzing from 
the outsider’s perspective.   Through participant observation, the ethnographer 
attempts to understand the culture being studied from the emic or insider perspective. 
At the point of analysis, though, the researcher must view the findings from the etic 
or outsider perspective in order to generalize the analysis and tie it to a theoretical 
framework (Fetterman, 2010).  
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Though this distinction can be overdrawn, a good deal of the ethnographer's 
work is involved in working in the interstices of the emic and etic and sorting 
through apparent discrepancies between different perspectives, between what 
people say and what they do, and between what has been reported or 
described previously and what is encountered in the course of research. 
Multiple perspectives, apparent contradictions, and the ethnographer’s 
relatively unique position are all part of most good ethnography (Murchison, 
2010, p. 27). 
 
This researcher found the act of understanding the insider perspective substantially 
easier than that of assuming the outsider perspective upon leaving the field. One 
reason for this may have been the researcher’s twenty years of experience in 
academic libraries at many different varieties of institutions. The players were all 
familiar to the researcher as academic types if not as individuals. The problems they 
encountered and situations in which they found themselves were viewed by the 
researcher as recognizable, even ordinary. While this all contributed to the ease with 
which the researcher was able to embed herself in the study site, it also made the 
need for subsequent clinical detachment all the more crucial. Upon leaving the field, 
the researcher experienced feelings of sadness and estrangement. In some sense, the 
study site had become her place of work and the members her colleagues. Separation 
was indeed difficult. It was helpful to allow a period of time to elapse between 
leaving the field and beginning the task of coding the data. The coding process itself 
served the purpose of transforming remembered interactions into dispassionate data 
to be processed, codified and tagged. The results of many months of coding activities 
carried the researcher deeper into the analytical mindset and prepared her for the task 
of writing her conclusions. Ironically, it is in the writing that this process comes full 
circle and becomes once again, deeply human. 
Mapping -- ethnographic studies often include a visual representation of space, 
movement, social structures, processes, artifacts, etc. This helps both to organize data 
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for the ethnographer and to present data to the reader and convey it realistically 
(Neuman, 2011, p. 447). This study makes use of spatial maps (depicting the 
physical spaces on campus where interactions occur, e.g., campus maps, seating 
arrangements at key meetings), organizational charts and flow charts (depicting the 
organizational structure of the university and the budget allocation process both from 
a formal and an informal perspective).  Few of these will be presented in the final 
dissertation but served their purpose nonetheless. The following is an example of 
mapping and thick description as it occurs in the field journal: 
 
Figure 4: Field Map – Office of the Provost 
 
 
The office of the provost is situated within the suite of offices dedicated to the 
Academic Affairs Division of the university. It is housed within the Administrative 
Services building on the ground level of an architecturally distinct multi-level tower. 
The president’s suite of offices are located two stories above. The office of the 
provost occupies a premium corner space with two large walls of floor-to-ceiling 
windows looking out at gardens and walkways towards the surrounding residential 
neighborhood. It has three separate areas: his work space against the window with 
desk, return, credenza and book shelves; a comfortable seating area against the other 
window with a small scale couch, coffee table and two arm chairs; and a petite 
conference table against the wall. There are photographs of the provost from his 
previous career as a performance artist. There are other photographs reflecting his 
current position (i.e. photos with the president and other administrators). The books 
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on his shelves run the gamut from organizational manuals to university histories to 
large art books. Despite the fact that he had only been in office for one year, he has 
clearly taken possession of the room and turned it into a very eclectic, personalized 
and pleasant space.  When I interviewed the provost, we sat in the casual seating 
area. He, in an armchair facing the window, myself on the couch, perched on the 
edge. When I shadowed the dean of the library to a one-on-one meeting with the 
provost, we sat at the conference table as shown above. 
 
 
 
The researcher sketched the seating arrangement for every meeting observed 
throughout the year hoping to find some significance in the patterns of how people 
chose to array themselves from week to week. The reality was that there was no 
observable pattern from which the researcher could derive any theoretical 
significance. The provost was just as likely to sit at the middle position of a 
conference table as he was to sit at the head. The vice provost, the budget manager 
for Academic Affairs and other support staff sometimes sat flanking the provost but 
were just as likely to sit dispersed throughout the room. Members of the Deans’ 
Council or the Provost’s Council tended to sit in whichever chair was available when 
they arrived. There were people who preferred to sit with their backs to the window 
and those that preferred to sit with their backs to the door -- but they didn’t always 
get to choose those positions. The dean of the library, more often than not, chose a 
corner seat and sat slightly pushed back from the table – a reflection of his 
personality.  
Interviewing -- Kvale and Brinkmann (2009) describe a qualitative interview as a 
professional conversation in which knowledge is sought and collaboratively 
constructed through an interdependent process between the interviewer and the 
interviewee. It is a conversation with “a structure and a purpose” shaped by careful 
listening (p. 2-3). Yin (2009) sees interviews as guided conversations rather than 
structured queries. He stresses the importance of maintaining “a consistent line of 
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inquiry” while allowing for a fluid interactions (p. 106). Interview types include 
structured, semi structured, informal and retrospective. Although they often overlap, 
each type has a specific role to play (Fetterman, 2010, p. 40). This study uses 
primarily semi structured interviews in order to obtain a description of the various 
social interactions which surround the budget allocation process. The data gathered 
from these interviews allows each interviewee’s perception (and reporting) of reality 
to be classified and organized. Coding and analysis of all of the interviews helps to 
identify patterns and themes among the various interpretations.  
 The current study includes interviews with the president of the university; the 
provost or chief academic officer; the vice provost (who had also served as interim 
provost for one year); the retired dean of the library (who had served for over 25 
years in that post and just recently retired); the current dean of the library (who was 
interim dean at the beginning of the study)3; a member of the library faculty, who 
serves on the University’s planning and budget council; and a state senator who had 
served on the state’s higher education appropriations committee. The researcher 
planned to interview all of the university’s key administrators who were involved in 
allocating the budget both to and within the Academic Affairs division. The goal was 
to understand all of the decision making processes which affected the funding of the 
academic library. Some of these participants sat for multiple interviews, chief among 
them the dean of the library. The gatekeeping function performed so admirably by 
                                                     
 
 
3 From this point forward the author will refer to the “retired dean of the library” and the “current dean 
of the library” in order to avoid confusion. 
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the current dean of the library did not in any way curtail the access of the researcher 
to any potential subjects. Nor did he dictate in any way to whom she may speak or 
interview. He merely introduced her to as many people as possible during the first 
few days of the study. 
 The researcher created a standard interview protocol with groups of questions 
based on the six Cialdini principles of influence and persuasion as well as more 
general, open ended questions. This protocol was approved by the QUT Ethics 
Review Board. The researcher also created a one page executive summary of her 
research program which included a graphic representation of the theoretical 
framework. This served as a handy guide and visual cue for the participants.   
 Although the researcher made an earnest attempt to ask as many of the 
protocol questions as possible, the conversations were allowed to stray into other 
areas if they were deemed of interest to the overall research.  The key decision 
makers were first contacted in person and the idea of an interview broached. If they 
responded positively, they received an informal email message reminding them of 
the in-person introduction and thanking them for their interest in being interviewed. 
This was followed by a more formal email invitation which described the nature of 
the research project, why they were selected for interviews, the purpose of the 
interview and the details concerning the types of questions to be asked. In the case of 
three of the administrators, these communications went through their administrative 
assistants. In each case, the members were allowed to specify the time and place for 
the session. Most of the interviews lasted approximately one hour. All interviews 
were audio recorded and transcribed. Additionally, detailed field notes were created 
for each interview immediately after the session. 
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Journaling (participatory research) -- one hallmark of ethnography is the 
importance of allowing the people being studied to contribute to the research process 
both directly through their spoken words (recorded, transcribed and quoted verbatim 
in the final report) or through their written word as they appear in journal entries. 
Some ethnographic studies include a collaborative web page or blog managed 
primarily by the researcher but including voluntary postings by the participants. This 
allows the researcher to get timely feedback on the study as it progresses and allows 
the participants to contribute to and shape the study. It is important for researchers to 
seek out these different perspectives as a check against their own biases and lapses of 
either observation or understanding (Fetterman, 2010; Murchison, 2010).  
 This study, in the opinion of the researcher, did not lend itself to the creation 
of a public blog, given the possibly sensitive nature of the topic and the difficulty of 
assuring anonymity in a circumscribed organization such as a college campus. 
Although the researcher did suggest the possibility of journaling to her primary 
contact, this person was reluctant to take on an additional responsibility. All 
interview transcripts were delivered to the interviewees for review and feedback was 
solicited. Most of the participants reported having read these transcripts but few had 
any substantive remarks about the content. Certainly, no objections were expressed. 
The most significant source of input came via the weekly meetings the researcher 
had with the current dean of the library in which the researcher was able to ask 
questions, clarify misunderstandings, and seek additional background information. In 
this, the current dean of the library was a true participant in the formation of the 
findings. After leaving the field, the researcher kept in touch with the dean of the 
library and was able in this way to keep up to date on any further developments with 
the budget. 
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Field notes -- an essential element of ethnography, field notes are described by 
Fetterman (2010) as the “brick and mortar” of a study (p. 116). They can run the 
gamut from jotted notes taken either in the field or immediately after a field 
observation to direct observation notes that attempt to include details and specifics of 
what has been observed to analytical memos in which more abstract ideas and 
inferences are drawn. Ethnographers also keep personal journals in which they 
record their own reactions to field situations. These journals are an important part of 
the reflexivity component of the ultimate ethnographic report. During the course of 
the study it is important to keep direct observation notes distinct from inference notes 
in order to allow multiple meanings to arise (Neuman, 2011, p. 445-447).  
 For the purposes of the current study, the researcher kept extensive, detailed 
field notes. Handwritten notes were kept in a traditional notebook during meetings. 
Those notes were then transcribed and expanded upon in an Evernote journal which 
allowed tagging and cloud storage. In addition to the observations recorded in the 
field notes, the researcher also kept a reflexive account of the progress of the study. 
Ultimately, all journal entries were brought together in a chronologically arranged 
MS Word document of over 350 pages. That document was uploaded into the Atlas.ti 
coding program for analysis. A more detailed description of this process will follow. 
 
Narrative -- As Murchison (2010) very succinctly states, “Ethnography is about 
writing (p. 123).” From the research proposal to the earliest jotted notes and 
analytical memos to the final ethnographic report, the researcher consistently and 
constantly engages in the task of writing. Along the way, a narrative is shaped. 
Patterns are observed, themes are defined, and conclusions presented. Neuman 
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(2011) discusses four genres of field research and ethnographic writing (as first 
described by Adler and Adler in 2008):  
Classical – A style most often employed in scholarly journals. Written for an 
educated lay audience. Usually contains a short literature review and a 
personalized methodology section recounting the author’s experiences. 
Readability and accessibility are of primary importance. Most suitable for 
adding to and modifying existing theory. 
Mainstream – Although similar to the classical style, mainstream writing 
adopts an authoritative tone and establishes a distance from the reader. It is 
more formal in its attempt to conform to scientific, positivistic rhetoric. 
Introduction, literature review and methodology sections are much longer 
than in classical style. Researcher avoids personalization or connection to 
topic. 
Postmodern – In use since the 1990s, appears in a handful of postmodern 
journals. It rejects previous standards for conducting research (i.e., 
objectivity, validity, reliability, etc.) and is geared more towards the aesthetic, 
the reflexive and the researcher’s lived experience. Subjective, narrative 
based, non-linear and colloquial in tone. 
Public – Most often used in book length treatments to be sold to the educated, 
lay public. Heavy use of visual materials such as maps, photographs and rich 
description. Rarely include an in-depth literature review and methodologies 
are succinct. This style is novelistic employing longer quotations. Little 
mention of theory. (Neuman, 2011, p. 552-553). 
 
The differences among them are both historical and stylistic in nature and the 
intended audience key to the choice of writing style. This study is presented in a 
variation of both the classical and mainstream styles, employing an active voice, 
aiming for accessibility and readability, including thick description and personal 
observation. It includes an extensive literature review and attempts to situate its 
findings within a linear construct of prior scholarly contributions. 
 
3.5 Ethnographic Study of Libraries 
 The use of ethnographic techniques in the research of university libraries is a 
relatively new practice in the United States. Although research libraries have often 
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had librarians on staff with anthropological backgrounds (including doctoral 
degrees), Nancy Fried Foster was the first library staff member to be employed as an 
anthropologist (Schwartz, 2012). Foster previously held the title of director of 
anthropological research at the University of Rochester’s River Campus Libraries. 
She is now Senior Anthropologist at Ithaka S+R working on participatory design and 
work-practice studies with colleges and universities around the world.  Andrew 
Asher, Assessment Librarian at Indiana University at Bloomington, holds a PhD in 
Anthropology from the University of Illinois, Urbana-Champaign. He puts his 
anthropological expertise to good use in leading the libraries’ qualitative and 
quantitative assessment programs and conducting research on the information 
practices of students and faculty (http://www.nitle.org/live/events/167-andrew-asher-
and-lynda-duke-on-the-changing-role). Asher was the lead anthropologist in the 
ERIAL project which will be discussed below. 
 A search of the library literature shows that publications describing 
ethnographic projects began to appear in the mid-2000s.   One earlier study came 
from Lancaster University in England.  Crabtree, Nichols, O’Brien, Rouncefield and 
Twidale (2000) used what they called ethnomethodologically informed ethnography 
to study the process of designing digital libraries. Marshall, Burns and Briden (2007) 
discussed the ethnographic study done at the University of Rochester in New York. 
In this study, students’ work patterns were studied in order to understand how they 
approached their academic work.  Ostrander (2008) applied ethnographic techniques 
to a study of Second Life (an online virtual world program) users and how they seek 
information. In this case, even the methodology had to be virtual. It consisted 
primarily of semi-structured interviews as participant observation proved difficult for 
the researcher in this virtual world. 
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 In 2008, The Chronicle of Higher Education became interested in the work 
being done at Rochester by applied anthropologist, Dr. Nancy Fried Foster. Carlson 
(2007) describes the techniques used in looking at student’s habits, research practices 
and papers and how the results of that study were then applied at the university 
library. Carlson discloses the fact that the project borrowed the concept of employing 
ethnographic techniques from the corporate world. A recently hired library staff 
member who had most recently worked at the Xerox Palo Alto Research Center 
suggested that an ethnographic study be done before engaging in a large redesign of 
the library web site. Foster was initially hired as a consultant but was eventually 
added as a permanent staff member.  Gibbons (2013) discussed the ethnographic 
techniques used in the Rochester library project.  Although it began as a local project 
with localized applicability, it has become, at least in the library world, a new 
methodology for redesigning services. What has come to be known as “the Rochester 
method” has sparked an interest in creating a closer alignment between the actual 
work practices of library communities and the services being designed to support 
those practices (Foster & Gibbons, 2007). 
 In addition to the redesign of library services, some ethnographic studies have 
also been employed in the reconceptualization of library spaces. Bryant, Matthews 
and Walton (2009) presented a case study of the library at Loughborough University 
in Great Britain which used ethnographic research methods to evaluate the use of 
their library spaces. Hahn and Zitron (2011) studied the navigational problems 
encountered by first-year students in locating library materials. The researchers used 
interviews, observation and other ethnographic techniques to understand the 
student’s process for locating items in the library collections. 
  
 
Funding the Academic Library Page 75 
 
 ERIAL (Ethnographic Research in Illinois Academic Libraries) set out to 
study how undergraduate students at five Illinois universities actually used their 
campus libraries. (Asher, Duke & Green, 2010) While Andrew Asher was the lead 
anthropologist for the study, Nancy Fried Foster served as a consulting 
anthropologist and Dave Green at Northeastern Illinois University was the project 
coordinator. Howard (2010a) described the study which used open-ended 
ethnographic interviews conducted with 41 librarians, 75 teaching faculty members 
and 161 students at the participating institutions (DePaul University, Illinois 
Wesleyan University, Northeastern Illinois University, the University of Illinois at 
Chicago and the University of Illinois at Springfield). Other ethnographic techniques 
used were the drawing of cognitive maps and student research diaries 
(http://chronicle.com/article/Overdue-at-the-Library-Good/66086/). The findings 
from this study were published as a monograph by the American Library Association 
in 2012 (Duke & Asher, 2012). 
 While there have been several studies since the mid-2000s employing 
ethnographic techniques to study library usage by patron groups, the researcher was 
not able to find any similar studies used to study library administration, leadership or 
management. It makes sense to apply these same techniques of semi-structured 
interviews, participant observation, journaling, mapping, etc. to the study of how 
libraries are managed. If ethnographic methods can lead to improvements in library 
service and library space design, it can also be used to improve the practice of library 
administration. That is the premise on which this study proceeded. 
 
 3.6 Field Research in the Social Sciences 
  
 
Funding the Academic Library Page 76 
 
One question which may arise with regards to the chosen methodology 
concerns the appropriateness of employing qualitative field research techniques to 
examine a theoretical framework derived from a positivist science. Research in the 
field of psychology has long been viewed as a clinical practice based in the 
laboratory -- the findings easily quantifiable, verifiable and reproducible (in theory). 
Some might object to the use of a theoretical framework such as Dr. Cialdini’s which 
seeks to categorize and describe a priori how individuals may react in certain 
situations. This appears to be at odds with the classic anthropological approach of 
entering the field with an open mind in order to better observe, unencumbered with 
previous assumptions, the cultural reality of the groups and individuals being studied.  
Holstein and Gubrium (2011) discuss the issue of ethnomethodological 
sensibilities within qualitative research stating that the practice of 
“ethnomethodological indifference demands that the researcher ‘temporarily suspend 
all commitments to a priori or privileged versions of the social world’” (p.342). In 
doing so, the researcher creates a space in which his or her own direct observations 
of the social group being studied brings to light whatever existing practices create the 
local social order. The aim is to withhold judgement when creating the descriptive 
ethnographic account. The authors describe this as the “haecceity” or “just thisness” 
of social practice (Holstein & Gubrium, 2011, p. 343). 
The researcher proceeded on the assumption that merely looking for instances 
of previously described social psychological behaviors did not necessarily influence 
the results of the field observations. There were two bodies of data resulting from 
this study: the interviews and the field notes, both of which reflected the local, 
observed reality. The participants were at all times free to behave as they chose and 
to describe their actions in interviews as they chose.  
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In a chapter on field research methods coauthored by Paluck and Cialdini for 
inclusion in The Handbook of Research Methods in Personality and 
Social Psychology (Reis & Judd, 2014), the authors take note of the objections to 
qualitative field research still held by many in the field of psychology and propose 
what they term “a full cycle approach” to research which brings together laboratory 
experiments, field observations, field experiments. 
Years ago, one of us (Cialdini, 1980) pointed out that on the contrary, field 
research can help social psychologists draw accurate theoretical maps that 
identify the most consequential social psychological phenomena. While 
theoretically driven laboratory experimentation can produce accurate maps, 
they may not tell social psychologists about the most interesting or important 
locations. Furthermore, it is by cycling through field observation, 
experimentation, and theory that social psychological theories can become 
precise as well as meaningful. This claim is rooted in a longstanding call for 
more fieldwork in social psychology (Campbell, 1969; Lewin, 1947; 
McGuire, 1969), and in Cialdini’s own “full cycle” research program, which 
used field observation, field experiments, laboratory experiments, and 
theoretical deduction to develop a framework for social influence (Cialdini, 
2009a). (Paluck & Cialdini, 2014, p.1). 
 
The authors go on to discuss the use of ethnographic research techniques specifically, 
stating that the task of the ethnographer is not so much to enter the field expecting to 
observe a specific behavior and planning on measuring the frequency of that 
behavior. Instead, they enter the field prepared to observe whatever behavior is 
naturally occurring and to attempt to understand the social psychological meaning of 
that behavior (Paluck & Cialdini, 2014, p. 15). What the researcher in the current 
study set out to do was to observe the decision making process within a university 
setting at both the official level as presented in internal documents and the informal, 
interpersonal level as observed. Although the researcher did engage with the Cialdini 
framework, she was also open to the possibility of other constructs at play such as 
social power, gender politics, symbolic interactionism, etc. In testing the Cialdini 
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framework against a real world situation the researcher hoped to see the extent to 
which it was applicable as well as the extent to which it served to explain the 
interactions observed. At no point did the researcher expect the Cialdini framework 
to fully explain or describe every possible aspect of the decision-making process at 
the study site. 
  
3.7 Methodological Plan 
 3.7.1 Site Selection  
This research project is based on a case study of one university campus. In 
terms of site selection, it was only necessary that the university be accredited and 
have a functioning library with a history of institutional funding. A single case study, 
Gagnon (2010) reassures us, is appropriate to verify a theory, to invalidate a theory 
or to distinguish it from competing theories. It can also be useful for building 
theories (p. 64). The purpose of the current study was not to build a theory, rather to 
apply a theoretical framework to a real life setting and verify its applicability.   
 In practical terms, site selection was primarily based on logistical 
considerations such as geographic location, accessibility and ease of entry. After 
failing to secure permission from the first university she approached, the researcher 
tried to identify former colleagues now working at other institutions in the area. 
Through the deployment of old-fashioned networking activities, the researcher 
obtained the proverbial “foot-in-the-door” at a local campus of a state university. For 
the purposes of confidentiality, this institution will be referred to as Urban State 
University (a full description will be provided in the Findings chapter). She was 
fortunate to find just such a person working as an associate university librarian at a 
local university. She reestablished contact with this individual and was pleasantly 
  
 
Funding the Academic Library Page 79 
 
surprised to learn that he also had an interest in ethnographic research. Through this 
shared interest with the contact she was then able to first, have a conference call with 
him and the dean of the library and then, a follow-up visit to the campus. At this 
initial meeting, the researcher discussed the doctoral program in which she was 
enrolled, her research interests, the methodology she planned on using, the types of 
questions she might be asking in interview sessions and her expectations for what the 
institution would provide in support of the research. She brought along an executive 
summary of the research which could be used by the library dean when he 
approached his own supervisors. Both the dean and the associate were favorably 
impressed with the project and interested in supporting the work. The dean carried 
that enthusiasm along to his next meeting with the vice provost who was also 
supportive of the project. It was at her recommendation that the project proposal was 
approved by the provost and the offer of a research fellowship was made to the 
researcher. 
At each level of the vetting and approval process, there prevailed an 
understanding of the research process, a support for those ethnographic activities and 
an open-mindedness which was remarkable. At no point during the fourteen months 
long embedment did the researcher ever encounter a reluctance to collaborate in any 
of the participants, an objection to her presence, nor a withholding of information 
necessary to the study. This speaks well on behalf of the study site which 
demonstrated, in their willingness to expose themselves, a degree of self-confidence 
and self-awareness that not every organization can claim. 
In part this was due to the fact that the researcher was able to identify an 
institution in which she could connect with a well-placed member who would 
facilitate her entry. Fetterman (2010) describes the importance of this factor:  
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An introduction by a member is the ethnographer’s best ticket into the 
community.   [... ]  The closer the go-between’s ties to the group the better. 
The trust the group places in the intermediary will approximate the trust it 
extends to the ethnographer at the beginning of the study. Ethnographers thus 
benefit from a halo effect if they are introduced by the right person (p. 35). 
 
 At Urban State University the researcher was fortunate to find in the dean of 
the library an excellent gatekeeper. He facilitated her entrée into all levels of the 
organization, from the administrative team, to the library faculty and staff, to 
members of other departments on campus. On the first day of the pilot study, the 
researcher was publically introduced at a monthly meeting of the administrative team 
of the university and given a brief opportunity to describe her study.  Once it was 
made clear that the researcher would be shadowing the dean of the library to his 
meetings, her presence was never challenged or questioned. His support was 
reaffirmed by his superiors who granted the researcher full access to meetings and 
also bestowed on her a courtesy position as a Research Fellow at the university for 
the period of her study. This appointment, although it carried no financial benefits, 
served to legitimize her presence on campus and the work she was carrying out. 
 
3.7.2 Time Frame  
 The pilot phase (Phase 1) of the study took place between April 2013 and 
June 2013. During this time, the researcher was able to test her theoretical 
framework, her research questions and her methodological assumptions and tools. 
Four interviews were conducted during these two months, significant amounts of 
time spent on campus, and many meetings observed. Realizing what a rich 
opportunity this particular campus presented, the researcher successfully petitioned 
for permission to return to the site in order to complete her main study. Permission 
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was granted both by the administration of Urban State University and the Ethics 
Review Board of Queensland University of Technology.  
Phase 2 of the study took place during the fall 2013 semester, between 
August 2013 and December 2013. During this academic term, the researcher spent 
three to four days a week on campus. She was given the use of an office next door to 
that of the dean in the library’s administrative suite. She also was loaned a laptop, 
given a campus identification card, an email address, and access to the university’s 
secure server in order to store her data. In an attempt to become fully accepted on 
campus as well as to learn as much as possible about the community, the researcher 
attended every meeting to which she was invited; spent time just hanging around the 
library and getting to know the faculty and staff there; eating lunch in the cafeteria of 
the student union, and generally, becoming an insider. Through her shadowing of the 
dean, she also began to attend key administrative meetings. Several interviews took 
place during this phase including the vice provost, the current dean of the library, the 
retired dean of the library and a member of the University Planning and Budget 
Council. This initial phase served to reveal the rich possibilities of the study site. The 
researcher was able to test her research question and interview protocols while 
getting a good overall sense of the organizational culture. It also made clear the 
extent to which the research project would be accepted and supported by the 
participants. Furthermore, Phase 1 offered tantalizing views of influence patterns 
which needed to be observed in a more prolonged fashion. 
 Phase 3 of the study took place during the spring 2014 semester, from 
January through June of that year. This phase differed from Phase 2 in that the 
researcher began to limit her activities and observation to selective administrative 
meetings. Instead of spending full days on campus, she focused her time on those 
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key events that were most pertinent to her study. In addition, she continued to 
interview participants throughout this third phase. An example of the meetings she 
no longer attended were the library staff meetings, meetings of the library faculty’s 
outreach committee, meetings between the dean of the library and the directors of 
other units, etc. The researcher felt that she had gained what knowledge she needed 
from her previous observations at that level. Some of the key meetings which she did 
continue to attend were: the Provost’s Council (all deans, directors and coordinators 
in the Academic Affairs division along with the provost and his staff); the Deans’ 
Council (the deans in Academic Affairs, the vice provost and the provost along with 
some members of his staff, such as his budget manager); weekly one-on-one 
meetings with the dean of the library; occasional meetings between the dean of the 
library and the provost; meetings of the University Planning and Budget Council; 
monthly Administrative Team meetings; open meetings of the Board of Trustees, etc. 
The researcher was also able to shadow the provost to his meetings during one day. 
This included a meeting of the Vice Presidential Council. Several additional 
interviews were completed during Phase 3, such as the President, the Provost, as well 
as a state senator who had served as a member of the state’s Higher Education 
Appropriations Committee. 
 The end of the spring 2014 semester coincided with the one year anniversary 
of the Phase 1. The researcher had, at this point, observed the end of one fiscal year 
and the planning for, the adoption and the execution of a second fiscal year. She also 
observed the strategic planning budget process for the next three to five year period. 
This was the optimal point at which to stop her data gathering and begin her analysis. 
After leaving the field, the researcher maintained contact with the dean of the library 
in order to stay informed of any further developments of interest to her study. 
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3.7.3 Document Review  
Each phase of the research resulted in massive amounts of data in the form of 
interview transcripts and extensive field notes. Throughout the embedment, the 
researcher also took pains to gather and review all available internal documents that 
might be of relevance to her study either as background information or as descriptive 
and explanatory content. These documents included but were not limited to the 
President’s State of the University address; board packets for the monthly trustees 
meetings; university budget reports and strategic plans going back multiple years; 
meeting agendas and minutes; the university’s official web site; annual reports, etc.  
This study engaged in document review all through the field work and analysis 
stages.  
 Document review is an important process within ethnography. A preliminary 
or early perusal of internal documents relating to the history of the university, its 
annual reports and accreditation studies, strategic planning documents, faculty senate 
reports, etc.,  furnished the descriptive, background information necessary to 
formulate a context, conduct the research and evaluate findings. It also helped to 
identify key stake holders and key decision makers. As Fetterman (2010) puts it, 
“Mission statements and annual reports provide the organization's purpose or stated 
purpose and indicate the image that the organization wishes to present to the outside 
world. Internal evaluation reports indicate areas of concern. Budgets tell a great deal 
about organizational values" (p. 63).  Qualitative documents can run the gamut from 
public documents such as newspaper articles, minutes of meetings, official reports to 
private documents such as personal journals and diaries, letters, emails (Creswell, 
2009, p. 181). 
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3.7.4 Interviews  
 Semi-structured interviews with key players at the selected site were 
conducted in order to determine the social influence interactions that led to current 
levels of funding and that might impact those levels over time. Key players 
interviewed for the study included a state senator, the president, the provost, the vice 
provost, the retired dean of the library, the current dean of the library, and a member 
of the University Planning and Budget Council (see Appendix B). Those selected 
were determined by the researcher’s level of access and logistical issues such as the 
individuals’ schedules and willingness to participate. Some of these encounters fell 
into the category of elite interviews as described by Yin (2012), a person of high 
stature within the organization who can provide a unique vantage point not available 
from others. Yin advises us of the importance of keeping in mind that this person is 
busy and experienced at interviewing. They may try to steer the interview in the 
direction they feel most comfortable with. In contrast to the semi-structured 
interview in which you ask introductory questions attempting to establish rapport and 
allow the interviewee some latitude to drive the conversation, an elite interview is 
more structured. Often the researcher has only one chance to interview this particular 
person.  
 Each interview was geared towards discovering that person’s social 
networking practices within the workplace and their formal and informal 
participation in university decision making (see Appendix G). This allowed the 
researcher to compare and contrast findings and arrive at some significant 
observations and conclusions. The less formal semi structured interviews involved 
the use of a protocol or checklist which served as a guide to the otherwise fluid 
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conversation. This ensured that important topics were covered in a consistent manner 
at each interview. The ability to contrast different answers to the same questions 
facilitated analysis. However, a semi structured interview structure also allowed new 
topics to emerge which, in turn, impacted the development or refinement of the 
original protocol. Fine-tuning of the research instruments is an ongoing process in 
qualitative research and, especially ethnography (Fetterman, 2010; Stake, 1995). One 
example of this was the emergence of narrative arcs which the researcher had not 
planned for but which the participants brought up independently in a spontaneous 
manner. These themes were then incorporated into the ethnographic report and tied 
to the findings. 
 
3.7.5 Participant Observation  
 This study is comprised in great part of the observations performed during a 
lengthy period of embedded participation and observation.  In total, the study ran for 
just over one calendar year and bracketed two fiscal years. This allowed the 
researcher to witness, first hand, the entire budget allocation process as well as the 
budget management cycle. Yin (2009) discusses both the advantages and 
disadvantages of this form of data gathering. Some of the advantages include the 
ability to gain access to otherwise inaccessible gatherings, the ability to gain the 
insider’s perspective, even the possibility of manipulating minor events. 
Disadvantages spring mainly from the possibility of bias. It is important that the 
participant role not overshadow or taint the observer role of the researcher (pp. 112-
113). 
  Participation, as discussed earlier, included attendance at meetings of the 
executive level within the Academic Affairs division as well as the unit level budget 
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committees in addition to staff meetings within the library and other events as 
appropriate and relevant.  Other accounts of ethnographic research performed in an 
academic setting describe many different modes of participation. Some researchers 
taught classes on campus, participated in campus activities including student groups, 
shadowed key informants such as the president for a short time, participated in 
official meetings as a presenter, and attended professional conferences, etc. 
(Gawreluck, 1993; Mowbray, 2000; Burton, 2007; Niskode-Dossett, 2011; Myers, 
2009). There are many ways in which to function as a participant observer and each 
study presents its own set of opportunities and challenges. Although the researcher 
was asked to address a meeting of the library faculty early on in order to describe her 
research, most of her activities were restricted to either meeting attendance, 
shadowing, interviews, or informal encounters and conversations. 
 
3.7.6 Data Collection 
After the almost fourteen month long embedment at Urban State University, 
the researcher had accumulated a large amount of raw data or information. In 
addition to the internal university documents, the data consisted of eleven semi-
formal interviews with key decision makers as well as a field journal with 
approximately two hundred and sixty-five pages of detailed notes. These field notes 
were purposefully rich in detail. Sensory observations, social interactions, formal 
meeting protocols and notes, sketches of seating charts, weather reports, traffic 
conditions, informal interviews and conversations with library staff were all dutifully 
recorded. Frequent reflections on the part of the researcher were also included. Field 
notes were originally created by hand in a notebook which accompanied the 
researcher to each meeting. The researcher felt that the low-tech presence of a 
  
 
Funding the Academic Library Page 87 
 
notebook would be less distracting and, perhaps, less threatening to the study 
participants than a laptop or tablet would have been. Over the course of the research 
three such notebooks were filled. These notes tended to employ an idiosyncratic 
shorthand and be impressionistic in their attempt to capture everything that was 
occurring throughout the meeting or encounter. From the spoken conversations to the 
more subtle interactions such as body language, spoken asides, jokes, etc., those 
written notes were then re-created in the software program Evernote (Version 5.4.1 
premium). Aside from its organizational function of grouping notes into “notebooks” 
and sorting them by subject, Evernote offered many advantages such as cloud storage 
and easy accessibility from multiple platforms, keyword search-ability, tagging, etc.  
The researcher attempted to do this within twenty-four hours or less of the actual 
observation in order to keep her memory fresh and accurate. The typed versions of 
the field notes were fuller and more detailed than the handwritten notes as they were 
supplemented as necessary with additional background information or retrospective 
observations. Each journal entry eventually formed part of a Microsoft Word 
document in which all were gathered in chronological order. This document was 
ultimately uploaded into the Atlas.ti (Vers. 7.1.8) program for coding and analysis as 
were the interview transcripts. 
Each of the semi-formal interviews was recorded on a Sony ICD-PX312 
digital micro recorder and an audio file created. These audio files were stored in 
multiple locations (hard drives, external drives, the university’s secure server and 
cloud services) for safekeeping. The interviews were sent electronically to a 
professional transcription service which did an excellent job of creating accurate, 
verbatim transcriptions. In addition, the researcher listened to each interview 
multiple times and created a separate, less formal transcription of each interview for 
  
 
Funding the Academic Library Page 88 
 
inclusion in the field journal. These transcriptions included her own reflections and 
observations as well as any supplemental information which helped to illuminate the 
conversation. The researcher found that having all three formats (e.g., audio, formal 
transcription, and interview field notes) provided the most comprehensive record of 
each event. 
 
3.8 Analysis 
Faced with this massive body of textual-based data, the researcher then 
turned her attention to the intimidating process of coding this data or transforming it 
into conceptual chunks more suitable for analysis. (Wilson, 2011, p. 178) As a first 
time coder, the researcher found the literature on the topic at times overwhelming 
and often abstract to the point of obscurity. It helped to visualize the process as it was 
carried out by previous generations of scholars – the humble index card. Whereas in 
the past a researcher would create a system of annotated index cards tied to the data 
being studied and then group those index cards by themes or categories, today’s 
researcher is more likely to make use of more advanced tools such as software 
packages designed to propel the process in more powerful ways. This study 
employed Atlas.ti (Vers. 7.1.8) for the coding process. This entailed, not only 
learning how to operate the software effectively, but also making many decisions 
about the analytical approach to be applied. 
Klencke (2008) affirms that “coding is the heart of textual analysis.” He sees 
coding as a translation mechanism which transforms content-rich data (written, 
visual, audio, etc.) into categories that can be then be analyzed (Klencke, 2008, p. 
92). The goal, then, is to transform hundreds of pages of text (transcripts and field 
notes) into manageable, meaningful, inter-related chunks or categories. There are 
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many approaches which may be taken as evidenced by the reams written on this 
topic by the masters of qualitative research. To begin with, one must first be clear 
about the directionality of their study. Will this be an inductive approach or a 
deductive one? In the case of the current study the answer is both. The inductive 
approach is best used when building theory or modifying existing theory by applying 
concrete empirical evidence. The deductive approach is best used for developing or 
confirming theory beginning with abstract concepts. For the purposes of the present 
study, the researcher was testing an existing theory. She was taking a theoretical 
framework and applying it to a specific site to see how it held up and what could be 
learned from the process. This makes her theoretical direction primarily deductive. 
Through the coding process she was taking abstract concepts and connecting them to 
concrete evidence (or not). The interview transcripts were the best source of data for 
the deductive approach due to the fact that the interview protocol included questions 
specifically designed to reference the six Cialdini principles. 
On the other hand, the year's worth of field notes based on her observations 
did not necessarily speak so directly to the Cialdini principles. As an observer, the 
researcher could not control the conversations or events being observed. Topics 
ranged widely throughout the course of a year. The analytic approach, then, had to be 
two-fold. The researcher looked specifically for the six Cialdini “pillars of 
influence,” while at the same time also looking for other themes or patterns that 
arose. In that sense, the approach was inductive -- confirming a theory by starting 
with concrete evidence and moving towards theoretical or abstract concepts -- always 
with a focus on influence and persuasion. Beyond confirming the applicability of 
Cialdini's theory of influence to university decision-making, the researcher sought to 
enhance the theory by adding new insights as applied to a specific environment – 
  
 
Funding the Academic Library Page 90 
 
academic libraries within higher education. The chart below illustrates the two 
rounds of coding undertaken by the researcher.   
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Figure 5: Description of Coding Process 
 Type of Coding Analytical Approaches 
Round One Open Coding -- designed to 
express data in the form of 
concepts (Klencke, 2008, p. 
93) The results of open coding 
is a list of codes or categories 
that were attached to the text. 
Memos written by the 
researcher to further explain 
key concepts are also linked to 
these codes. 
 
Conceptual or Thematic 
Analysis-- content is coded for 
certain words, concepts or 
themes, and the analyst makes 
inferences based on the patterns 
that emerge. 
Manifest Coding -- the visible 
or apparent content of a 
phenomenon is elucidated. 
(Klencke, 2008, p. 95) 
Hypothesis Coding – “the 
application of researcher-
generated, predetermined list of 
codes onto qualitative data 
specifically to assess a 
researcher-generated 
hypothesis.” (Saldana, 2009, 
p.123) 
Descriptive Coding – 
summarizes in a word or short 
phrase the basic topic of a 
passage. Saldana refers to this 
as the basic building block for 
qualitative analysis. (Saldana, 
2009, p. 71) 
Holistic Coding – “an attempt 
to grasp basic themes or issues 
in the data by absorbing them 
as a whole [the coder as 
‘lumper’] (Saldana, 2009, 
p.118) 
Round Two Axial Coding-- the process of 
relating subcategories to a 
category” (Klencke, 2008, p. 
94). Complex process 
involving both inductive and 
deductive thinking in multiple 
steps. 
 
Latent Analysis -- the 
researcher is looking for 
underlying aspects of the 
phenomenon that represent a 
higher level of abstraction. 
(Klencke, 2008, p. 95) 
Relational Analysis -- builds on 
conceptual analysis by delving 
into the relationships between 
the concepts and themes that 
surface from the analyzed text. 
It is popular because of its 
flexibility which can also be a 
drawback. When analysis is too 
flexible it can become 
impossible to replicate. 
(Wilson, 2011) 
 
 
The first round can be described as Open Coding and the second round as Axial 
Coding. The researcher began with an open mindset attempting to identify instances 
of Cialdini principles at work as well as other frequently occurring topics that were 
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not directly related to Cialdini’s theories. This first round resulted in the creation of 
1,660 original codes (including many in vivo codes) and 49 descriptive memos. 
While instructive as a process, and a foundational first step, this was still too large a 
data set with which to carry out an analysis. Round two then consisted primarily of 
axial coding based on latent and relational analysis. The researcher attempted to 
assign individual codes to large families of code. Doing so involved calling up all of 
the text segments and quotations to which those codes were assigned and evaluating 
them as a whole before assigning them to a family or multiple families. This was a 
labor-intensive and lengthy process. 
This resulted in the creation of 20 code families. In addition to the Cialdini-
based code families (i.e., liking, authority, social proof, commitment and 
consistency, authority, and reciprocity) the researcher was able to classify several 
themes with significant representation in the data. Some of these were universal 
themes such as change management, negotiation, communication, organizational 
culture, relationships and socializing. Others were specific to the study site such as “a 
good dean,” “library space plan,” “the learning curve,” “fluidity of funds,” etc. A 
final step involved using the Atlas.ti functionality to search for the co-occurrence of 
codes and the creation of super-code families. All of these helped to inform the 
findings.  Although the Atlas.ti software would have allowed for even more analysis 
such as the creation of network views of codes, memos and families of codes, the 
researcher felt that she had achieved the point of theoretical saturation at which any 
further coding results would result in no further pertinent insights (For screen shots 
illustrating different stages of the coding and analysis process in Atlas.ti, see 
Appendix H). 
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3.9 Methodological Reliability and Validity in Ethnography 
While normally viewed as strictly positivist terms, it is possible to discuss 
reliability and validity in the context of an ethnographic study.  Ethnographers may 
employ a different terminology to discuss the ways in which they ensure that their 
findings are trustworthy and credible. This is in keeping with their practice of 
choosing different terminology for many aspects of their research. They may, for 
example, be more likely to speak of “information” as opposed to “data” and to use 
the term “participants” as opposed to “subjects, informants or respondents.” This 
study employs the term “participants” to refer to the people observed and 
interviewed and uses “data” in the sense of information and denoting observations 
recorded. Murchison (2010) discusses the ways in which ethnographers may address 
reliability and validity by comparing results with other similar studies or by working 
in teams with other researchers and comparing results. Making the raw data available 
to other researchers for their analysis is yet another way to approach validity.  The 
goal for ethnographers is always to make the researcher as instrument as transparent 
as possible. (p. 15) The present study is based on an interpretivist foundation and 
consequently leans more heavily towards the concepts of quality, reliability and 
accuracy of observations. 
Creswell (2009) tells us that “qualitative validity means that the researcher 
checks for the accuracy of the findings by employing certain procedures, while 
qualitative reliability indicates that the researcher’s approach is consistent across 
different researchers and different projects” (Gibbs, 2007 as cited by Creswell, 2009, 
p. 190). In each case, one must consider both the internal aspects and the external. 
 Gagnon (2010) offers the following definitions of reliability: 
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Internal reliability means that other investigators would arrive at essentially 
the same findings if they were to analyze and interpret the data produced by 
the study. [...] External reliability means that an independent researcher using 
the same methodology would obtain essentially the same data if he or she 
were to observe the same environment or a similar environment (p. 37).   
 
Both speak to the replicability of a study.  This is difficult to achieve in an 
ethnographic study which presents by its very nature a unique set of circumstances. 
Key to establishing reliability, according to Gagnon is to: 1) establish the 
researcher’s position, 2) describe the informant selection process, 3) describe the 
characteristics of the research setting, 4) clearly define the study’s concepts, 
constructs and units of analysis, and 5) describe the data collection strategy (p. 42-
48). Clarity and transparency are key components of reliability or trustworthiness 
within a qualitative study. All of the steps outlined by Gagnon above have been 
followed by the researcher and discussed in the findings. She is confident that a 
separate study employing the same techniques at the same or similar institution 
during the same time period would result in essentially similar findings. 
 Internal accuracy, on the other hand, is a strength of the ethnographic method. 
“Observing informants in their natural environment and collecting data over a long 
period of time makes it more possible to continuously analyze and compare the 
evidence in order to refine the constructs and make sure they correspond to reality” 
(Gagnon, 2010, p. 50). After fourteen months of participant observation and 
interviews, the researcher is confident that her information is accurate and her 
analysis credible. 
External validity or trustworthiness also refers to the generalizability of the 
results of the study and can be seen as a challenge for the ethnographic method. 
There is, however, general agreement in the field about how to achieve accuracy in a 
well-designed qualitative study. This involves: 
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Triangulation -- in which the validity of the study hinges on the triangulation of 
findings among the various data collection methods. In the case of this study, 
triangulation was sought within the document review, the interviews and the 
ethnographic field observations. What was observed plus what was recounted versus 
what the official documents attempt to portray. Meaning can be found both in the 
overlaps and the gaps among the findings. All of which gives way to themes.  “If 
themes are established based on converging several sources of data or perspectives 
from participants, then this process can be claimed as adding to the validity of the 
study” (Creswell, 2009, p. 191; Stake, 2010). In the case of the budget allocation 
process at Urban State University, the researcher found a great discrepancy between 
what is reported or codified in the official documents and what is actually happening 
at the micro or interpersonal level. It is not so much a matter of contradictory 
practices but multiple layers of practices and circles of social interaction that all 
impact the final product of decision making. Many of the latter are unremarked and 
unacknowledged in any official manner and yet they are crucial activities that happen 
continuously. 
Member checking -- occurs when the researcher presents members of the study with 
field results so that they can check the accuracy of the representation. They don’t 
necessarily have to agree with the analysis but they must recognize the observations 
as being realistic and recognizable (Neuman, 2011, p. 457). As mentioned earlier in 
this chapter, the researcher of the current study sought to engage the participants in 
member checking by sending each of the interviewees the formal transcripts of their 
sessions. She also offered to send them the audio if they wished to have those as 
well. Most of the study members responded that they were pleased to have the 
opportunity, that it was embarrassing to see their idiosyncratic speech patterns 
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reflected in the verbatim transcripts and that they had no objections to the portrayal 
of the session. The most helpful form of member checking took the form of weekly 
conversations with the current dean of the library during which the researcher could 
ask follow-up questions, ask for clarifications, and generally check on her 
understanding of what she had observed. 
Thick Description and Verbatim Quotations-- through the use of thick description, 
the researcher attempts to provide a richly detailed description of a setting or an 
event in order to convey the most evocative portrayal possible. It often involves 
descriptions of a place, time, scents, sights and sounds, the researcher’s impressions, 
etc. (Neuman, 2011; Creswell, 2009). Verbatim quotations are a permanent record of 
a participant’s thoughts and feelings laid bare without the intervening interpretation 
which comes from paraphrasing or simple encapsulations of conversations. The 
reader is allowed to perform their own analysis and interpretation. These two are the 
cornerstone of validity within an ethnographic study (Fetterman, 2010).  The 
researcher took great pains to faithfully record all of the above in her field notes. It 
was important to capture not only the dialogue taking place but the mood of the 
gathering, the people both present and absent, the physical setting and time of day as 
well as their body language, facial expressions and murmured asides. The selective 
ethnographic illustrations presented in the Findings chapter offer a wealth of 
information to the reader including the use of verbatim quotations as appropriate. 
Reflexivity -- it is essential that in writing the final report the ethnographer comment 
honestly on possible elements of bias. Bias can derive from the ethnographer’s 
background, dominant culture, age, gender, socioeconomic level, past history with 
the organization being studied, etc. The act of self-reflection ought to be present 
throughout the study, from site selection to analysis and commented on when it is 
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relevant to the findings and conclusions. The goal is to furnish the reader and other 
researchers the opportunity to arrive at their own conclusions based on the 
transparency and inclusiveness of the data presented (Creswell, 2009; Fetterman, 
2010; Murchison, 2010). The field journals for the current study include many 
reflexive entries. In them the researcher discusses how she is feeling about her 
observations, how she is relating to the key players in her study and offers some 
early analysis of what she is observing. With respect to possible bias, the researcher 
acknowledges several possible factors:  
 Her professional background as an academic librarian and administrator may 
have contributed to an assortment of assumptions and expectations that pre-
dated the data gathering. Throughout her professional career as a practicing 
librarian, the researcher has worked at a variety of institutions, from an Ivy 
League private institution in the East to a large state university in the West to 
a private, a religiously affiliated university and a large community college in 
the Midwest. All of these experiences contributed to her understanding of the 
role of the information profession in the higher education. The researcher 
made every effort to set those aside and approach both the data gathering and 
analysis with an open mind. 
 Her relationship with the current dean of the library (and key gatekeeper) 
may have benefited from a shared ethnic identity. This shared background, 
although mildly interesting to both of them and the subject of one or two 
conversations, had no impact on the findings as far as the researcher could 
discern. Other shared traits such as age proximity, professional backgrounds, 
outside interests, etc. could also be pointed to as possible opportunities for 
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bias. If they had any impact beyond facilitating entry and acceptance by the 
study participants, it would have been a minor and transient effect.  
 Of more interest may be the development of their relationship over the course 
of the yearlong embedment. This period of time coincided with the current 
dean’s first year in office. At the beginning of Phase 1, he had been serving in 
an interim capacity for several months and was given the position 
permanently in the September of 2013. The researcher was able to observe 
his learning process as he grew into the new position. Over the course of the 
year, during their weekly conversations, the dean often shared his doubts and 
frustrations with the researcher and, at times, solicited advice or asked for 
approval. It proved to be a fascinating study in how a new dean learns his or 
her job. The researcher reflected on this often in her field notes and was very 
cognizant of the delicate balance between friendship with and sympathy 
toward a study participant and the need to not unduly influence the data or 
findings.  While not the subject of the current study, it may be interesting to 
use these observations for a future study on the professional development of a 
new dean of libraries. 
 The researcher had a previous relationship with the associate dean of the 
library. They had been colleagues at another institution in the 1990s. This 
connection was purposefully exploited to gain entry into the study site but 
otherwise came up only in informal conversations. The associate dean had 
been involved in a previous ethnographic study although he had functioned 
more as a project administrator and hired external anthropologists to carry out 
the research. This interest on his part certainly helped the researcher get a 
foot in the door. Throughout her embedment the associate dean was friendly 
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and supportive. The researcher, while gratefully acknowledging the 
importance of this preliminary connection, ultimately worked more closely 
with the current dean of the library than the associate dean during her 
embedment at Urban State University.  
Presentation of negative or discrepant information -- Validity stems also from the 
inclusion of findings that do not support the research question.  A qualitative study’s 
validity is bolstered by the inclusion of any rival explanations or discrepant evidence 
(Creswell, 2009). The researcher believes that taking both the deductive and 
inductive approach to her data analysis allowed for the emergence of patterns and 
themes that did not fit within the core theoretical framework of the study. These were 
then fully considered as either rival theoretical frameworks or possible modifications 
to the framework in question.  
Prolonged time in the field -- in order to develop an in-depth understanding of the 
environment or culture under study and to be able to convey details about the site and 
participants, an ethnographer must be prepared to spend a substantial amount of time 
in the field. Fetterman (2010) advises a period of six months to two years for a full 
ethnographic study, but he also stipulates that those engaged in applied research and 
facing time or funding constraints may be able to apply ethnographic techniques 
within a shorter time frame. The researcher was able to spend over a full year in the 
field. This period of time allowed her to observe the end of one fiscal year and the 
entire following fiscal year and all of the activities involved in both. Staying for a 
longer period would not have contributed new data barring a dramatic change in the 
state’s appropriation to the university; a precipitous drop in student enrollment or a 
major change of leadership at the university. At the time of writing none of these 
changes have occurred. 
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Peer debriefing -- consists of asking another researcher to check your interpretations 
and findings. An external auditor would be someone not familiar with the project 
who is asked to review the entire project to offer an objective assessment. 
Throughout the field work, analysis and writing process the researcher has had her 
work reviewed by her supervisors and offered work-in-progress presentations to her 
colleagues within the SJSU/QUT Gateway PhD program.  In addition, the researcher 
presented her work at a poster session at the ALISE (Association for Library and 
Information Science Educators) conference in Philadelphia, PA in January of 2014. 
She was pleased to receive a great deal of feedback and advice from all of these 
forums. The QUT external thesis review panel will ultimately serve this function for 
this study once the thesis is lodged. 
 Neyland (2008), in his work on organizational ethnography, discusses the 
differences among studies performed “on,” “for,” and “with” an organization. The 
distinction he makes is not only about the perceived audience of the final study but 
also about the manner in which it is written and the findings produced.  Studies 
produced for purely academic purposes tend to be written “on” or about an 
organization while those that are funded by or contracted for an organization tend to 
bear the marks of time constraints and narrow focus. This may be seen as an extreme 
use of member checking and must involve a rather delicate balance between the emic 
and etic perspectives on the part of the researcher. Two questions that arise are how 
much participation is too much on the part of the study informants and how much co-
ordination on the part of the researcher is sufficient to assure non-bias? Within the 
constraints of the current study, the researcher found that the participants, while 
supportive and curious, had no interest in any higher level of engagement. They had 
no expectation that this study was addressing an existing problem or situation or that 
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it would offer a solution or “fix.” The researcher has shared the results of the coding 
process (without any commentary or conclusions), in the form of graphic charts, with 
the dean and associate dean of the library. They responded with interest and curiosity 
and suggested a future session with the researcher to discuss possible implications 
for their organization. Once the dissertation is lodged, the researcher hopes to create 
an executive summary for the university administration of the study site. 
 In summary, the researcher has made every effort to remain as transparent as 
possible in her methodological techniques and to follow the ethnographic research 
standards as described by the experts in the field. She believes that the information 
collected throughout the study and her analysis of the findings are accurate, credible 
and trustworthy. 
 
3.10 Ethics Approval 
 In the conduct of any research, one has to take into account the ethical 
application of data gathering techniques. Organizational ethnography, in particular, 
raises issues of confidentiality and the safety of participants in the study. Through 
the use of interviews and participant observation, an ethnographer often uncovers 
information which must be considered confidential. For this reason, the identity of 
not only the individual participants but also that of the institution must sometimes be 
kept hidden. 
 In order to better understand the implications of ethical research, the 
researcher has completed a web-based training course offered by the National 
Institute of Health (NIH) in the United States. The course, which was developed by 
the NIH’s Office of Extramural Research, is entitled “Protecting Human Research 
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Participants.” Upon successful completion of the course on the 5th of September, 
2012, the researcher was awarded a certificate (certification number 981877).  
 The researcher has also successfully petitioned the Ethics Review Board 
at Queensland University of Technology for approval to conduct the both phases of 
the study. This approval takes into account all aspects of the research and data 
gathering methods in deciding whether or not there is a significant risk to human 
participants.  After reviewing the ethics application and its supporting 
documentation, the ethics review board deemed this study to be of low to negligible 
risk to humans. The internal QUT ethics approval number is 1300000096. It was 
granted on 15 April, 2013. The variation approval to extend the study after the pilot 
was granted on 30 July, 2013 under the same case number. No further extensions 
were deemed necessary. 
 For the purposes of the current study, the researcher has taken various 
steps to protect the identity of the institution, the identity of the participants and to 
secure the data. A non-identifying pseudonym was created for the study site. All 
geographic identifying information has been excised from any description of the 
findings as well as the field report. Non-ethnic (or otherwise identifying) 
pseudonyms have been created for all participants although gender identification was 
maintained. Where possible, participants are referred to simply by their position 
titles. The researcher has been granted personal storage space on the university's 
secure server in order to safeguard any data accumulated throughout the course of the 
study. These files cannot be accessed by anyone other than the researcher.  Signed 
interview consent forms have been filed in the researcher’s home office and will be 
kept for a yet to be determined period of time. 
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3.11 Presentation of Findings 
 Given that the current study resulted in two distinct sets of data or information 
(i.e., the interview transcripts and the field journal), the researcher has taken the 
unusual step of presenting her findings in two different chapters. Chapter 4: Findings 
represents the traditional scholarly presentation of the data found primarily in the 
interview transcripts. This presentation is formal in style and deals most directly with 
the Cialdini themes as a result of the design of the interview protocol. Each theme is 
described, discussed and illustrated with quotations from those transcripts. While it 
may have been sufficient to provide only these findings, the researcher strongly felt 
that the complete story of Urban State University was not accurately represented in 
those findings alone. There were stories left to tell. 
 The creation of an ethnographic field report is a very different mode of 
reporting on findings. For a detailed discussion of this tradition, please see Chapter 5: 
Ethnographic Field Report. In the field report, which is based on extensive field 
notes, the ethnographer is free to employ novelistic techniques such as scene setting, 
detailed character descriptions, snippets of dialog, the inclusion of emotional 
responses and the author as a character. It is in the telling of their stories that the 
lived reality of the organization and its people fully emerges. The researcher believes 
that the two presentations when taken together provide the most holistic 
representation of the study’s findings. 
 
3.12 Conclusion 
 In this chapter the researcher has laid out the foundational underpinnings of 
her methodological approach by placing her study within the tradition of interpretive 
social science and the social constructivist epistemological approach. She then 
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described the chosen methodology of ethnography by discussing its key components 
and how they were employed within the current study. The researcher also presented 
the current state of research in the library and information science field using 
ethnographic techniques and pointed out that the particular use she has made of it (to 
study library administration practices) is not yet widely adopted. After discussing the 
implications of using a qualitative field research method to study a positivist 
theoretical construct, the researcher went on to describe her methodological plan 
from site selection to ethics approval. The chapter ends with a discussion of the 
presentation of the findings in the chapters ahead. 
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Chapter 4:  Findings 
 “What people say, what people do, and what they say they do are entirely different 
things.”4 
Margaret Mead 
 4.1 Introduction 
 In order to respond to the question:  “How are funding allocation decisions 
regarding the academic library impacted by social influence events and interactions?,” the 
researcher had to delve behind and beneath the practices, the motivations, and the 
reporting of the key decision makers on campus. By employing both semi-formal 
interviews and long term participant observation, the researcher was able to observe, 
record, and analyze the different manners in which the academic library at Urban 
State University received funding allocations. This chapter begins with a detailed 
description of the study site which will be known as Urban State University. All 
identifying information including geographic setting has been removed for the 
purposes of confidentiality. Following a discussion of the organizational context, the 
chapter then offers a description of the budget appropriation process at the state 
level. As a publicly funded state university, Urban State is dependent in large part on 
the funds appropriated by the legislature. Although this is not the primary focus of 
the study, it does provide the larger political context. The researcher then describes 
both the budget process as it had been practiced historically at Urban State and the 
new budget process which is just beginning to develop as an outgrowth of a change 
in leadership at the university. These sections all serve the purpose of setting the 
stage for the discussion of the findings in this chapter. 
                                                     
 
 
4 “Margaret Mead was an anthropologist known for her work on the relationship of culture and 
personality.” http://womenshistory.about.com/cs/quotes/a/qu_margaretmead.htm 
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 After a brief overview of the data collection methods employed, the 
chapter then offers a discussion of the findings. Each of the six Cialdini principles of 
influence and persuasion (Liking, Reciprocity, Commitment and Consistency, 
Authority, Scarcity, and Social Proof) are introduced and examined. In vivo 
quotations as well as excerpts from the field journal are included in order to illustrate 
how the six principles were found to be in evidence at Urban State University during 
decision making events. The chapter then discusses the non-Cialdini themes which 
emerged from the data set through the coding process. Four of the most important of 
these were chosen for illustration: Relationships, Socialization, Negotiation and 
Communication. The discussion of other themes which the researcher considers to be 
of local significance (as opposed to universal significance) will be presented as part 
of the ethnographic report in chapter six. The chapter concludes with the presentation 
and discussion of a model of influence in the university derived from the findings of 
the study. 
  
 4.2 Organizational Context: The University5 
 Urban State University (USU) is one of several campuses within a large state 
university system. Founded in the 1867 as a teacher training college, it would not be 
considered one of the flagship campuses for that system. It is, however, a very 
vibrant and extraordinarily diverse university serving many immigrant, working 
                                                     
 
 
5 All of the information presented in this section has been derived from internal documents such as 
annual reports, strategic plans, presidential addresses and the university’s website. In order to preserve 
the confidentiality of the site being studied, the researcher cannot disclose the actual citations to those 
documents. All figures are for fiscal year 2013. 
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class, non-traditional populations. With a total student population of around 11,000, 
the male to female ratio among students is 43.4% to 56.6%.  Eighty percent of 
students are undergraduates. Approximately sixty percent are enrolled part-time and 
forty percent full-time. The racial breakdown on campus is as follows: 
 Non-Hispanic White   40.1% 
 Non-Hispanic African American 10.1% 
 Non-Hispanic Asian     8.8% 
 Hispanic    31.2% 
 American Indian       .2% 
 Hawaiian Pacific       .25% 
 Non-resident alien      4.2% 
 
Student ages tend to fall in the 19 to 35 year range but are distributed fairly widely 
across the spectrum. New freshman are typically 19 years old and new graduate 
students in degree programs average about 32 years of age. 
 It is a commuter campus with 75% of its students commuting by car, 20% by 
mass transportation and the remaining 5% getting to campus by walking, bicycling or 
carpooling. The main campus is situated on the edge of a metropolitan area in a 
residential neighborhood of modest homes; some retail and food service businesses 
and light manufacturing. With an average class size of 24 and a student-faculty ratio 
of 15-1 coupled with a fairly affordable tuition, Urban State University is considered 
to be an excellent educational and financial choice for the region.  
 As a state funded institution, USU has been impacted by the economic 
recession of the past decade. There have been system-wide reductions in 
appropriations in addition to troubling delays in the disbursements of state 
allocations. A strong union environment, Urban State has recently been through 
protracted and fierce contract negotiations which featured lengthy faculty walk outs 
and federal mediation. The troubled and chronically underfunded state retirement 
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system has gone and continues to go through several waves of early retirement 
incentives which have resulted in significant turnover in both the administrative and 
faculty ranks.  Some of those turnovers have happened very suddenly with little or no 
opportunity for succession planning. The current staffing situation is still in flux with 
many newly hired administrators, interim or acting positions and some vacancies. 
For example, the current provost and vice president for academic affairs was hired in 
January of 2013, before that there was an acting provost who served for 
approximately eighteen months before becoming vice provost. That person was 
appointed after the sudden retirement of a long-serving provost. At the beginning of 
the study, the current dean of libraries was an acting or interim dean for twelve 
months. He stepped into the position when the previous dean of twenty-five years 
suddenly retired in the spring of 2012. The posting of his position had been delayed 
indefinitely as the administration had too many other ongoing searches occupying 
their attention.  
 The library budget has remained somewhat stable for the past five years, 
showing relatively small increases and decreases. The flat green line of the first chart 
below shows the relatively small fluctuations in the library’s operating budget, while 
the blue line indicating the university’s operating budget shows an overall modest 
growth. In the second chart below, which tracks the library budget as a percentage of 
the university’s operating budget, one can see a slight downward trend from 3.5% to 
2.98%.  For a complete table showing dollar amounts over a ten year period, please 
see Appendix C. 
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Figure 6: USU – Library and University Operating Budget Trends 
 
Figure 7: USU – Library Allocation as % of University Operating Budget 
 
 When asked to identify areas for reductions, the library administration had 
been able to do so within the personnel salary lines due to the many retirements 
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and/or separations. The dean has the choice of either replacing a retiring faculty 
member of higher rank with a lower ranking position, giving up the position 
completely, or redeploying the position in a new configuration which also results in 
salary savings. It must be pointed out, however, that the associate university librarian 
for collections and services has presided over many years of periodical subscription 
cancellations, declining monograph budgets and increasing costs of electronic 
resources such as e-books and database subscriptions. It seems clear, upon 
examination of the ten year trend, that the library, while losing some ground with 
respect to their overall share of the university’s budget, has not yet felt a major 
impact. It may well be only a matter of time before these trends converge to create 
real challenges for the library.      
 This then is the context in which the current study was undertaken -- an urban 
and diverse university undergoing a time of tremendous transition amidst economic 
stringencies. Enrollment has declined over the past several years, retention has been 
an issue of concern and state funding has been uncertain at best. There is a president 
who has been in office since 2007 but is already dealing with a vote of no confidence 
from the faculty over issues of intellectual freedom and shared governance. There is 
a brand new provost about whom the unit heads still have many questions. Each of 
these was an external hire and will no doubt bring with them new approaches to 
running an academic organization. The acting dean of libraries is new to his position 
although he has served his entire career at the institution. The retired dean of libraries 
is still on campus on a part time basis, serving in a consulting capacity on non-library 
related technology issues.  
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 4.2.1. State Appropriation Process 
While this study did not set out to investigate the appropriation process 
beyond the university level, it is nonetheless important to comprehend how the state 
decides on funding levels for its public institutions.  In an attempt to better 
understand this process, the researcher interviewed a local state senator. Senator 
“Johnson,” who served for two years on the higher education appropriation 
committee as a member of the lower house, offered a somewhat jaundiced view of 
the process: 
The formal way that this committee works is that they take testimony from all 
of the relevant stakeholders. They have a whole series of hearings. Each 
president of the public universities come and other interested parties as well. 
Essentially they make a case for their program or for whatever argument or 
policy outcome they are trying to advance. Then what happens next, sort of 
depends massively on the year. In the years when [I] was serving, each 
appropriation committee was given a pot of money to divide up and we did. 
We, in a very literal sense, wrote the HE [higher education] budget. In other 
years that is not true at all. So, for instance, last year, the five house 
appropriations chairs and the two senate appropriation chairs met with one 
another (just the democratic chairs, without the republicans) and with the 
speaker and the senate president and kind of worked out a deal that perhaps, 
in theory, each chair was advocating for the wishes of their committee but in 
practice that seems like a lot to ask. In many other previous years, the budget 
was sort of drawn up by a very small group -- someone representing the 
speaker, someone representing the senate president, someone representing the 
governor and the appropriation committees were, I think, entirely there for 
theatrical purposes. So it varies a lot from year to year. [SJ-22414] 
 
Without getting into too much identifying detail about the political 
environment of this particular state, the researcher can venture the following 
information. For many years, this state has been led by a strong democratic party.  A 
great deal of informal power is held by the democratic Speaker of the House of 
Representatives and the democratic Senate President who act in coordination to run 
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the state regardless of the individual currently serving as governor or his political 
affiliation. Senator Johnson was extraordinarily forthcoming in his explanations that 
there are years in which the appropriations committee gets to actually do its work 
and there are other years in which they simply comply with orders from above. When 
asked which factor most influenced this difference, he made a veiled reply about the 
“broader goals” of the speaker and the senate president. These broader goals can only 
be understood as a larger, partisan political agenda. [SJ-22414] 
When asked if the individual appropriations to the public universities are 
formula based, the senator answered that they are not. He went further in saying that 
he doesn’t believe that the higher education appropriations committee has the 
expertise to determine whether one institution is a better recipient of funds than 
another. Its decisions tend to be more comprehensive:  "Hey, how much to [the 
student assistance grant program], how much to the community colleges, how much 
to four years? There's much less of an attempt to be massively deliberate about 
distinctions among the four years.” [SJ-22414]  He does, though, admit that the 
appropriation process is largely based on historical patterns with the occasional 
tweak as demanded by shifts in policy directions.  
Finally, the researcher queried the senator about the state board of higher 
education and their role in the appropriations process. He was dismissive about their 
role especially as compared with that of the state board of education (primary and 
secondary schools). Senator Johnson was not even aware that the board of higher 
education made annual recommendations, as did the state board of education. On 
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their official web site, under the heading of “Legislation,” the state board of higher 
education lists policy reports to the General Assembly and specifically “budget 
recommendations for higher education institutions and agencies.”6  Nevertheless, 
Senator Johnson believes that the former’s role is less significant for the simple 
reason that they do not serve as a conduit for the funds. The state universities receive 
their appropriations directly from the state while the school board of education does 
receive a lump sum which is then distributed. This, in his opinion, gives them much 
more leverage. He also pointed out that the state board of education is a much larger 
organization representing many more institutions. He admires their budget request 
process and the zeal with which they advocate for their members.  The researcher 
asked if this translated into higher levels of funding: 
Absolutely not! But they go through an exercise which I think -- some might 
think of this as a dumb Kabuki thing. I don't. I think this is a useful exercise. 
They basically say, “We’re the education advocates, we're going to write 
what the education budget should be from the point of view of education 
advocates. We recognize that ya'll, the legislators, aren't education advocates, 
you are budget makers with a broad set of competing pressures. But we think 
you should know what we, the education advocates, think the budget should 
look like.” And I agree, as someone making a budget, I appreciate knowing 
what the education advocates' budget is, even though, I regretfully can't 
appropriate that much money for education. It's a very useful yardstick to 
have at my disposal. [SJ-22414] 
According to the web site of the state board of higher education, the following 
appropriations were made in fiscal year 2014: 
                                                     
 
 
6 The URL to the web site for this state’s board of higher education is withheld for confidentiality 
reasons. The researcher prefers not to identify the state in this study. 
  
 
Funding the Academic Library Page 114 
 
 HE institutions, agencies and grant programs received a total of $3.5 billion 
in state general funds. This represents an increase of 3.4% over fiscal year 
2013. 
 Of that amount, when the portion allotted to the state retirement system (a 
chronically underfunded pension plan) is excluded, funding for HE 
institutions and grants totaled $2.0 billion, an increase of only 0.6% over 
fiscal year 2013. 
 Those funds can be broken down by categories: $1.2 billion for public 
universities, $292.8 million for community colleges, and $373.2 million for 
the state’s needs-based student financial aid program. There is also a small 
amount set aside for a performance based funding formula for both the 
universities and the community colleges. 
How does a public university ensure that it will receive a fair portion of that bulk 
appropriation? Universities employ the services of government relations specialists 
and lobbyists who make it their business to be well known in the state capital, to 
keep their ear to the ground and be aware of anything that might impact the 
university. These specialists, who may be permanently on staff or operating as 
consultants, report back to the president and make recommendations. Urban State 
University employs an Executive Director of Government Relations as well 
lobbyists. 
In a memorandum dated April 14, 2014 and directed to all faculty and staff, the 
provost of Urban State University made an attempt to introduce greater transparency 
to the budgeting process. In this lengthy and detailed memo he described the state 
appropriation process from the perspective of the university administration: 
[USU’s] Executive Director for Government Relations and our lobbyists meet 
with members of both the House and Senate to get a feel for what might occur 
during the legislative session. These conversations include both the budget and 
any proposed bills that might impact higher education. During this listening tour, 
they “hear” a variety of options that might play out in the upcoming session. 
The President then meets with the Vice Presidents to determine what we should 
plan for given the listening tour and the Governor’s proposed budget. 
We have attended two House of Representatives Higher Education 
Appropriations Committee Meetings and will attend an upcoming Senate Higher 
Education Appropriation Committee Meeting. We have been asked for a variety 
of documents about enrollment, retention, recruitment and graduation rates. We 
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have also been asked to prepare two conceptual documents: one that would 
propose a 20% cut (7.6 million) and one for a 12.4% cut (4.7 million). Both of 
these concept documents are related to the extension of the income tax, which is 
currently being debated. 
We believe, at this point in time, that the income tax may be extended, but there 
is still a possibility that our appropriation could be reduced. [Office of the 
Provost, University Targeted Announcement, April 14, 2014] 
 
The income tax to which the provost refers is a temporary tax increase popularly 
known as the “Sunset Tax” which was instituted at the beginning of 2011. At that 
time the tax rate was raised from 3 to 5% in order to generate more revenue for the 
state. It is scheduled to return to 3.75% on January 1st, 2015. The reduction of this 
tax would come at the expense of $3.75 billion per year and the impact to both higher 
education and education in general will be enormous. To complicate matters further, 
this is all happening during an election year in which the governor’s office is hotly 
contested. It has become an election issue which the democratic candidate is 
reluctant to discuss, preferring to talk about pension reform issues and the republican 
candidate is swearing to uphold. Senator Johnson views the upcoming election as a 
sort of “soft referendum” on tax policy in the state. He believes strongly that it 
should be left up to the voters to guide the legislator’s decision on the tax outcome.  
On March 3, 2014, the Chronicle of Higher Education published a special report 
on declining rates of state support for more than 600 public universities in the United 
States between the periods of 1987 to 2012. In an interactive feature, the reader could 
search for data on specific institutions. The data, as reported by the Chronicle was 
based on “revenue reported by institutions to the Department of Education’s 
Integrated Postsecondary Education Data System for the fiscal years 1987 to 2012.” 
In the bar chart below you can see the dramatic decline of state support for Urban 
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State University in the past twenty-five years. While state support in 1987 averaged 
around 65.7% of the university’s total income, in 2012 that figure was only 26%. 
Figure 8 – Declining Rates of State Support for Public Universities 
 
http://chronicle.com/article/25-Years-of-Declining-State/144973/ 
In summary then, we have a state legislature which is embroiled in an 
uncertain economic climate exacerbated by a major tax issue that has yet to be 
resolved. We have a higher education appropriation committee that is hobbled by the 
political goals of the speaker of the house and the senate president. We have also a 
board of higher education which is ineffective in its lobbying efforts to the 
committee, at least in the estimation of Senator Johnson. To make matters worse, 
Urban State, like many of its sister institutions across the nation, is having to deal 
with the significant decline in state funding at the same time at which it is 
experiencing steadily declining enrollment.  This sets the stage for the next chapter 
section in which the researcher describes the budget process as Urban State 
University. 
 
 4.2.2 The Old Budget Process  
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 In the course of the study, the researcher found no formal documents which 
outlined or described the university’s official budget allocation process. The acting 
dean of the library had never seen a flow chart or any other document explaining the 
process. In fact, when he suddenly stepped into his new position a year ago, he had to 
turn for guidance to one of the administrative assistants in the library. The previous 
dean had chosen over the years not to include his associate university librarians 
(AULs) in the budget planning process (other than asking for input on collections or 
technology needs). When he retired, there was no time for succession planning, nor 
did the former AUL feel like he could go back and ask for this kind of advice from 
the retired dean. Instead, he consulted with the administrative assistant who had 
some knowledge of how the previous dean had gone about his work.  
 Until this year, the USU budget process had been primarily historical with 
incremental changes made as needed each year. Within the Academic Affairs 
division, the previous provost met on an individual basis with each dean, director or 
coordinator that reported to him. Those unit heads would have prepared a budget 
request document which included the current fiscal year’s budget worksheets with 
control numbers provided by the provost’s budget manager. The worksheets include 
line item details in each category and spaces on the right for unit heads to indicate 
changes for the coming fiscal year. In addition to the worksheets, the unit heads 
create a memorandum in which they describe, defend and justify the changes they 
are recommending. These budget meetings or hearings with the provost take place in 
late-May or early June. Typically, in early May, the provost will have advised the 
unit heads of any budget modifications that have come down from the president’s 
office. This communication normally takes place during meetings of the Provost’s 
Council (all deans, directors and coordinators in Academic Affairs) or the Deans’ 
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Council (only the deans in Academic Affairs). Although any news of budget 
reductions start out as confidential information, rumors of budget cuts spread quickly 
throughout the campus. At no point do the unit heads discuss their budget requests 
with each other. When asked about this assertion, both the acting and the retired 
deans were adamant that no bartering or negotiations took place among the unit 
heads. 
 In times of funding cuts, the unit heads have, historically, been able to meet 
their target cuts by doing any of the following: giving up faculty or staff positions, 
choosing to freeze a position temporarily, filling the position with a lower level 
employee and taking a commensurate salary savings or collapsing two positions into 
one or one and a half. In interviews with both the acting dean and the retired dean of 
libraries, these strategies were mentioned as being relatively painless and sufficient 
to meet their reduction goals. They were also seen as being politically beneficial 
gestures which indicated the library’s willingness to put the institution’s needs ahead 
of the unit’s. The library’s collection budget is subsumed in the “Equipment” line. 
Some serials and database licenses are paid out of the “Contractual Services” line. 
Those lines have been impacted most by external forces such as inflation, rising 
prices and the explosive growth of electronic media than by institutional budget 
reductions.  
 After the budget meeting with the provost, unit heads have only to wait for 
the university’s automated management system (Banner) to reflect their new 
allocation on the first day of the new fiscal year, July 1st. This preliminary budget is 
approved by the Board of Trustees with final approval pending until the new year’s 
official census is confirmed.  The official, printed “Budget Book” is released in 
October but spending can begin as of the first of the month in July. This process is as 
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close to a formal allocation decision making process as Urban State has undertaken 
up until the current year. The researcher notes the very high importance placed on the 
nature and quality of the relationship between the provost and the unit heads 
throughout this process, as well as the isolation of each unit from the others. As 
informal as this process seems, though, there are even less formal processes by which 
the unit heads can augment their annual budget. These are tied to the existence of 
multiple discretionary funds which are held closely at the vice presidential level. 
 Each vice president at Urban State (VP for Finance and Management; VP for 
Development, VP for Student Affairs, Provost and VP for Academic Affairs) 
administers, in addition to their own division’s operating budget, several 
discretionary funds that fluctuate each fiscal year. They are as follows: 
“Scoop Funds” -- Funds identified by deans and directors as not needed for the 
upcoming FY which are returned to the VPs’ division budgets.  Those funds most 
often come from faculty lines that are freed up by retirements, etc. and may later 
became available for one time disbursements. A “Scoop” memo goes out in the fall 
inviting requests for funds from deans and directors (“Scoop-back”). Each request is 
considered individually on a case by case basis. The VP functions almost as a bank 
account through which “deposits” may or may not be repaid.  
“Carry over Funds” -- In some fiscal years, there are funds carried over from the 
previous year as a result of anticipatory budget reductions (or freezes) that were not 
ultimately needed. These funds may be requested on a case by case basis from the 
appropriate VP’s office.  
“Indirect Costs”-- Occur as a result of colleges or departments in Academic Affairs 
receiving external grant funding which covers some operating costs. Those cost 
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savings are held by the Provost and a share of them can be requested by other units. 
Amounts fluctuate each year depending on the extent of grant activity. 
“Capital Expenditures” – Academic departments do not administer separate capital 
budgets. Deans, directors and coordinators in Academic Affairs work directly with 
the VP for Finance only for facilities and equipment related expenditures. Requests 
for funds for special projects, construction, etc. are made on an individual and ad hoc 
basis. They are usually one-time allocations. Interviews with the library deans 
(retired and current) have emphasized the importance of beginning the conversation 
with the provost before approaching the VP for Finance and of keeping the provost 
informed of any progress. The unit heads in this way engage the provost as an 
advocate. 
In an interview with the current vice provost, the researcher learned that this 
tight fiscal control at the vice presidential level had been in place for many years. 
The vice provost has served at Urban State as a faculty member, a department chair 
and, most recently, as acting provost for eighteen months. She recalled a time not too 
distant when the academic colleges did not manage their own personnel lines. If a 
department chair felt they needed another faculty position or civil service position 
they made their case to the dean of their college who then made their case to the 
provost.  The provost would then decide whether or not the position could be created. 
During her time as acting provost in FY 2011-2012, she was able to give each 
academic dean control over their personnel lines, thus making them responsible for 
their management.  
All of a sudden they were going to be responsible for their entire budget. 
They never had been before. It was a real easy job for the dean. They never 
had to say no to a faculty request. They could always blame it on the 
provost.  But they always had to ask "Uncle Barry" (a previous provost) for 
the funds. They were totally non-accountable for the dollars. [VP-6413] 
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This did not apply to the library budget. The dean of library has always had control 
over that unit’s personnel lines. Unlike the academic deans, the library deans “get it” 
according to the vice provost. By this she means that the library deans understand the 
need to support the overall institutional mission over the immediate needs of their 
unit. In her estimation, the academic deans are still engaged in a learning curve when 
it comes to budget management. Some have been progressing more rapidly than 
others. She makes several references to the new “culture of scarcity” in which the 
university was now operating and observes that the deans have had to shift their 
expectations to function within this new culture. 
Preliminary analysis of the nature of these interactions further reveals to the 
researcher the importance of the unit head’s ability to foster and maintain excellent 
communication and relations with not only the provost but all of the vice presidents. 
The discretionary funds, just like the operating funds, are requested individually. All 
decision making power is held closely at the vice presidential level. There has been 
no room for direct negotiation among the unit heads for these funds. However, 
participant observation of the acting library dean in meetings with members of the 
development department, alumni affairs, as well as the department of student affairs, 
suggests that there have been some opportunities for reciprocal interactions which 
benefit both units.  
Finally, there is one other element in the budget allocation process at Urban 
State University which must be discussed. When the current president was hired in 
2007, she revived a nearly defunct advisory committee called the University 
Planning and Budget Committee (UPBC). She also instituted a campus-wide 
strategic planning process completed with the assistance of a professional consultant. 
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The UPBC is charged with advising the administration on the support on campus for 
projects proposed by the vice presidents in connection to strategic plan goals. Each 
vice president comes before the committee to “pitch” their projects for the coming 
fiscal years. These projects are initially proposed at the unit head level.  Members of 
the UPBC are assigned a “constituency” to whom they serve as representatives (e.g., 
civil service, departmental faculty, student government, etc.).  After the vice 
presidential presentations, the committee produces a standardized rubric 
incorporating each project. This rubric is then taken to the various constituencies by 
the representative and discussed at open meetings. After this process, a survey is 
widely distributed throughout campus, asking members to identify the top ten 
priority projects. The results of this survey are compiled, broken down by 
constituencies, and presented to the administration. It is important to underline the 
fact that this rather substantial and time consuming process does not impact the 
university’s operating budget in the short term, only a small discretionary strategic 
planning budget held by the president’s office. One of the challenges of this process, 
as related by the committee member, is the difficulty of distinguishing between 
projects that are primarily operational and those that are supporting strategic goals. 
During the pilot study phase of this study, the researcher was curious about this 
process and asked the library dean why she had not heard any mention of the 
UPBC’s recommendations at any budget meetings. After some hesitation, the dean 
conjectured that these recommendations were not as impactful or as influential as 
they might be. His view was that the process was more a nod towards the goal of 
shared governance than an element of the actual budget planning process. Over the 
course of the following academic year, the researcher was able to examine the 
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process much more closely and came to a more nuanced conclusion. This will be 
discussed at greater length in the following chapter. 
 
4.2.3 The New Budget Process 
The researcher has had the good fortune to be performing her ethnographic 
study at a time of both transition and financial exigency. It became clear in the very 
first round of administrative meetings attended that two factors, one internal and one 
external, would change the course of the budget decision making process at Urban 
State University for the coming fiscal year. The first factor was the early 
pronouncement from the governor’s office that higher education funding for the state 
university system would most likely be reduced by 4.5%. This reduction came at a 
time in which the university was still awaiting disbursement of 50% of its allocated 
funds for the current fiscal year (with only a few weeks left in that period). The 
university was able to dip into its Reserves fund to ameliorate those cuts and reduce 
the number to 4.26%.  
The second factor was the push by the newly hired provost to make the 
decision making process into a more collaborative one within Academic Affairs. His 
stated intent was to move away from a purely historical allocation process to a more 
strategic one. For the first time in memory, the deans, directors and coordinators had 
been asked to prepare three different scenarios for budget cuts within their units. 
Those scenarios were then shared at a meeting of the Deans’ Council. Using a 
spreadsheet projected on a screen, with his budget manager on hand, the provost 
presided over a collaborative session in which each dean had to present their 
offerings and prioritize their own as well as those of the other deans. Cuts were 
posted on the spreadsheet until the goal was met. Some of the deans responded well 
  
 
Funding the Academic Library Page 124 
 
to this new proceeding, others did not do as well. The dynamics of the session were 
tense and anxious. It was clear during this meeting that the provost was basing some 
of his decisions on conversation held previously and individually with each dean. In 
the case of the library, for example, the provost was well aware of the cuts in the 
salary lines which were available due to retirements and separations. In this manner, 
a Plan A was created in which targeted cuts were strategically spread through the 
division’s budget. Plan B was simply an “across the board” 4.26% reduction shared 
equally among the departments. Plan C was a combination of the two previous plans.  
The provost held a “town meeting” in which he outlined the budget situation 
to the faculty. The then acting dean of the library had some concerns about the 
depiction of the library’s cuts during that town meeting, so he held a meeting of the 
library faculty to offer further details on the impact of the budget reductions to the 
library. At all times throughout this process, the dean of the library had demonstrated 
an understanding of the social and political ramifications of every interaction and had 
done his best to act accordingly -- cooperating with the provost, checking in with the 
vice provost, networking with his peers and keeping his faculty and staff informed.In 
addition to the larger political and economic context discussed previously, this study 
took place at a time of transitional leadership within the university. The newly hired 
provost, with the approval of the president, was cautiously proceeding with small 
changes in the budget planning process in an attempt to make the deans more fiscally 
responsible for their units. He was also attempting to take a more holistic approach to 
budgeting by taking enrollment trends into greater account when planning course 
schedules. He enlisted the assistance of the Institutional Research staff to present the 
deans with different types of planning data. Lastly, the provost was presenting the 
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deans with more opportunities to prioritize each other’s budget requests and interact 
as colleagues. His path was not a smooth one.  
 
4.3 Analysis 
After the almost fourteen month long embedment at Urban State University, 
the researcher had accumulated a large amount of raw information/data. In addition 
to the internal university documents, the data consisted of eleven semi-formal 
interviews with key decision makers as well as a field journal with over three 
hundred pages of detailed notes.  
Internal documents belonging to the study site were examined for background 
information but their content was not formally analyzed. Documents existed as 
published reports in hard copy, as pages on the university’s official website and as 
official university announcements and communications distributed via electronic 
mail. The researcher was able to review all publicly available institutional documents 
such as strategic plans, annual reports, board of trustees meeting packages, budget 
reports, etc. along with certain confidential documents such as internal budget work 
sheets. 
As discussed in chapter three, the coding process was performed with the 
Atlas.ti software program (for examples of Atlas functionality see Appendix H ). 
Primary documents consisted of the interview transcripts and the entire field journal. 
Coding was done in two major rounds. Round one consisted primarily of Open 
Coding. This entailed a close reading of each primary document and the selection of 
specific sections of text for either original coding or in vivo coding. At the end of this 
process, the researcher had over 1,600 original codes and 49 memos linked to 
multiple texts. The second round consisted of Axial or Relational coding. This was 
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accomplished by reviewing each assigned code (and the texts to which they were 
assigned) and then attempting to relate it to a code family. This process allowed the 
researcher to find co-occurrences of codes and begin to look for themes and patterns. 
This can also be thought of as thematic coding. The result of this round of analysis 
was the creation of 20 code families. These families could then, as a subsequent step, 
be analyzed for co-occurrences. The results of the second round of coding are 
summarized in the following chart: 
 
Looking at these findings in the limited context of the coding results indicates 
that the Cialdini themes of Liking and Reciprocity are the two most in evidence 
within the data set, accounting for over 50% of all instances of codes. Authority and 
Social Proof are also present at a significant rate. Commitment & Consistency and 
Scarcity, although also present, appear to be much less significant themes at work 
Scarcity
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10%
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Figure 9: Findings – Cialdini Themes 
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within the university’s decision making processes. In addition to the Cialdini themes, 
the coding process revealed other significant themes which were either universal or 
of local significance.  The following bar chart shows the occurrence of each Non-
Cialdini code family. 
 
Figure 10: Findings – Non-Cialdini Themes 
 
 
 Some of the above findings are misleading in that they represent subjects 
which would come up in conversation as a result of the study focus. “Formal Budget 
Process” is a good example of this phenomenon. Every interview participant 
discussed the budget process with the researcher. Every conversation with the dean 
of the library at one point or another touched on the budget process and most 
meetings observed also broached that topic. Consequently, it occurs at a high rate in 
the coding. “Fluidity of Funds” is the name created for the code family including all 
mentions of university funds being funneled through the vice presidents to the unit 
heads or vice versa. As this became of more interest to the researcher in the course of 
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the study, it also became a secondary focal point. Some of the local themes such as 
“The Rogue Dean” and “The Library Space Plan,” were so prevalent that they 
became narrative arcs in the ethnographic report in chapter five. The universal 
themes of Socializing, Negotiation, Relationships, Communication, and Change were 
themes that came up spontaneously either in the interviews or in the observations of 
meetings. They did so often enough to merit their own families of code. This is 
significant in that the researcher believes they support the Cialdini principles of 
influence and persuasion. 
 
4.4 Cialdini Themes 
4.4.1 Introduction 
In the following sections each of the Cialdini themes will be individually 
reviewed and the findings discussed. The researcher will illustrate the Cialdini 
principle in play through the use of quotations from the interviews or through scenes 
from the field journal.  At each interview, the researcher presented the study 
participant with an executive summary describing her research objectives. This 
summary included the following graphic: 
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Figure 11: Cialdini’s Influence Rules 
 
https://encrypted-tbn1.gstatic.com/images?q=tbn:ANd9GcTtvQaYhW3vdQmCosG3mmu0cN8q8tcyY1y38-
dIV2LcfGql9vyODw 
 
The inclusion of the graphic was meant as a visual guide to the conversation and it 
proved to be very useful. Participants would sometimes point to the different circles 
and refer to them as they answered questions.  A few participants also returned to the 
graphic at the end of the interview and made their own observations as to which of 
the “rules” were most important. When concluding the interview with the retired 
dean of the library, the researcher observed that Reciprocity seemed to be emerging 
as a key lens through which influence was achieved. The retired dean agreed with 
that assessment and then took another look at the graphic and pointed to 
Commitment & Consistency as well as Liking as important elements. In his 
interview the themes of being a “team player,” being “smart,” and generally being 
viewed as someone willing to change and rethink matters were all essential elements 
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in a successful dean. In his opinion, a successful dean did not just stubbornly defend 
his or her turf but contributed to the goals of the larger organization. 
 The researcher found that several of the participants were initially resistant to 
the Cialdini concepts. The interviewees were reluctant to admit that their decision 
making processes were based in such basic human responses to social interactions. 
They preferred to employ concepts such as credibility, accountability, being one of 
the team, seeing the big picture, aligning with the university mission, etc. This would 
be no surprise to Cialdini or any social psychologists who understand the natural 
human resistance to being reduced to instinct (Cialdini, 2007; 2009). In the epilogue 
to his 2007 monograph, Cialdini points out the predicament in which mankind now 
finds itself: 
Still, we have our capacity limitations, too; and for the sake of efficiency, we 
must sometimes retreat from the time-consuming, sophisticated, fully 
informed brand of decision making to a more automatic, primitive, single 
feature type of responding. […] We are likely to use these lone cues when we 
don’t have the inclination, time, energy, or cognitive resources to undertake a 
complete analysis of the situation. […] All of this leads to a jarring insight: 
With the sophisticated mental apparatus we have used to build world 
eminence as a species, we have created an environment so complex, fast-
paced, and information-laden that we must increasingly deal with it in the 
fashion of the animals we long ago transcended (Cialdini, 2007, p. 275). 
 
Would any university administrator willingly subscribe to this description of 
their personal and professional decision making process? Still, the provost’s gaze 
lingered over the graphic at the end of his interview as he observed that all of the 
circles were united by the gray one in the center. This circle, labeled “Human 
Decision Rules” helped him to reframe the Cialdini concepts into an acceptable 
premise from which he could participate in our conversation. 
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4.4.2 Liking 
 Introduction7 
Perhaps the single most powerful weapon in the compliance professional’s 
tool kit is that of liking. People are more inclined to comply with a request from a 
person they like or to whom they feel a certain similarity. Liking can take many 
forms.  Perhaps the most blatant one is that of physical attractiveness. Cialdini, in his 
original 1984 publication, “Influence: the Science of Persuasion,” discusses the 
tremendous, if often unacknowledged force of what has been termed “the halo 
effect.” This often occurs when “one positive characteristic of a person dominates 
the way that person is viewed by others” (Cialdini, 2007, p. 171). Scientific 
experiments in venues as different as Canadian political elections, criminal trials, 
requests for assistance among strangers, and even elementary school classrooms have 
all shown a consistent and clear bias in favor of people who are considered 
physically attractive. Another form of liking is based on perceived similarity. If we 
perceive a person requesting a favor to be similar to us in some way we are inclined 
to comply with that request. Compliance professionals have perfected the art of 
contriving personal linkages in order to make a sale. After soliciting some personal 
information from the customer such as hometown, alma mater, favorite sports team, 
hobbies, etc., they claim to share one or more of these background elements with the 
                                                     
 
 
7 Please see Appendix B for a list of participants and their pseudonyms. 
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customer, thereby setting up a strong foundation for a concession. Compliments are 
yet another form of liking. As Cialdini puts it,  
We are phenomenal suckers for flattery. Although there are limits to our 
gullibility – especially when we can be sure that the flatterer is trying to 
manipulate us – we tend, as a rule, to believe praise and to like those who 
provide it, oftentimes when it is clearly false (Cialdini, 2007, p. 175). 
 
Cialdini also discusses the important factor of contact and cooperation. The 
more we are exposed to people and the more often we successfully collaborate with 
them, the more predisposed we are to their influence (Cialdini, 2007, 2009).  If you 
consider the implications of this factor in the academic work environment, this 
principle suggests that years of serving on committees and working on projects in 
teams of our peers and colleagues ensure that the liking principle will always be a 
factor in decision making in the work place.  
Discussion 
Both library deans spoke at length about the good relations that the library 
has always maintained with the provost. Both traced this relationship back in time 
over several administrations. Ben, having served as dean of library for twenty-five 
years, had many stories to tell about his tenure. In particular, he described a 
protracted contract negotiation with the union representing the faculty which lasted 
for over three years, through a twenty day faculty walk-out and federal mediation. As 
a member of the administrative team engaged in these negotiations, Ben reported 
becoming very close to the other members of the team. This was very important 
during the tenure of one particular past provost who was widely seen as a very 
formal and unapproachable man. Ben and he became very bonded over the duration 
of the negotiations. “Incredibly, including the provost. That’s probably when that 
provost, when I got to know him the best and see a different side of him, because we 
  
 
Funding the Academic Library Page 133 
 
were almost living together. Daily meetings, almost daily. But I think that is a good 
way of talking about influence and getting outside of the library” [RDL-5113.]   
Joe, the current dean of the library, also mentioned this “trial by fire” as an 
important milestone in the university’s history.  Mary, the current vice provost, spoke 
as well about the bonding experience of having served in those contract negotiations. 
She observed that there were several administrators who had not been involved and 
that, at the time, they were somewhat jealous of the bonding that took place and felt 
that they had been left out of the loop. "It used to bother other administrators who 
didn't feel they were part of the 'In Group' [they felt] there was something going on 
and they couldn't be part of it. That was hard, but it was the right thing…"  [VP-
6413] 
Ben gives credit to the work of library directors that preceded him. He feels 
that the many years of relationship building, trust and credibility have all benefitted 
the library. Ben believes strongly in the importance of getting outside of the library:  
"The last ten of my twenty-five years as dean of the library, I was very outwardly 
directed." In part, this was a reflection of his own personal learning curve. He views 
himself as essentially an introvert who had to learn to push himself out of his comfort 
zone in order to better serve the library. It also depended on how prepared his 
assistant university librarians (AULs) were to step up and handle the day to day 
business of running the library -- freeing him up to do the higher level work. Once 
that level was reached, Ben remarked, "I had some time to do that and more time to 
handle the other stuff." He also stressed the importance of making sure the AULs and 
library faculty were also getting out and about, taking on higher campus profiles.  
Yeah, I think just being willing to take on those things and then to do them 
well. It always does come back. It doesn’t matter if you just do it, but you’ve 
got to do it well so they say, “Wow, the librarians have their act together. 
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Let’s put a librarian on this committee, or let’s have the dean serve on this 
committee.” You know, there’s always the academic deans and associate 
deans, they’re on everything. So anytime somebody else can pick up 
something and lead something, that’s appreciated [RDL-51113]. 
 
 Ben also discussed the importance of earning your credibility within the 
workplace, “So that’s always been my approach is, you know, really do a good job 
of planning, spend your budget, don’t screw it up, don’t have to come back and say, 
‘Oh, I need another $100,000.’ Or, ‘Jeez, I’m not going to spend a half a million 
dollars” [RDL-5113]. In his view, Liking, while important, had to be discussed in 
terms of trust and credibility earned through good management skills.  When asked 
how that credibility transfers from one administration to the next, Ben replied: 
Sometimes your past stays with you so that if you’re viewed in a credible 
way from a prior administration, that sometimes will give you a little grace 
into the next one. I mean, they talk to other people. [They ask] ‘What are my 
strengths? What am I going to have to worry about?’ If the library is one of 
the strengths and something you don’t have to worry about, that’s always a 
good thing [RDL-5113]. 
 
Ben feels strongly that librarians should have more comprehensive MBA type 
training. In his estimation, once a librarian progresses professionally to more 
administrative duties, the special library or information skills with which they 
entered the profession become less useful and the interpersonal skills become much 
more important. He notes that this is sometimes a difficult transition for new library 
managers to make. 
 Joe has served as acting dean of the library for a little over a year. Previously 
he had been the AUL for Systems and Technical Services for twelve years. In his 
new role, Joe has worked hard to make the transition to the deanship. He was lucky 
in that the previous provost had retired, leaving an acting provost with whom he was 
familiar and on friendly terms. Mary has been described as very approachable, a 
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team player, a ‘real trouper’ and has been supportive of the library. In this past year 
Mary and Joe have worked together well. She describes their relationship in glowing 
terms:  "I have had an extraordinary relationship with both of them (Ben and Joe) 
and I feel blessed to have worked with both of them." Mary made a point of 
mentioning during her interview that she had worked in her college library as a 
student aide. She felt that this background gave her a special appreciation for the role 
of the library within the university and that this makes her more aware of the need to 
support the library [VP-6413]. 
The new provost, hired in January 2013 from out of state, is still an unknown 
factor. Joe and his fellow deans and directors have yet to decipher his leadership 
style. Joe is confident, though, that he will be able to navigate this new relationship. 
He has confidence in his social skills as well as his political skills. He feels that he is 
well regarded by the larger university community.  Mary’s view on the subject of 
liking is slightly different when it comes to the function of the provost, "My job is to 
like everybody. I have to find ways to work with people, something to like and respect 
about them so that we can work with them."  She recounts a story about a particular 
faculty member who was involved in the previous contract negotiations. They had a 
shared history of negative relations going back many years. Even so, Mary felt that 
she had to find some likable attribute about this person in order to successfully work 
with them in the negotiations.  She also feels that as an administrator she has had to 
guard herself from becoming overly intimate with any of the people in her division, 
“Friendships do develop over time, but you have to be careful about not getting too 
vulnerable.” [VP-6413] 
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Charles, the current provost, agreed with both Ben and Mary on the 
importance of Liking. He reported being wary of socializing with direct reports. He 
also preferred to think of Liking as a response to credibility earned.   
And I don’t know whether I just refute this guy’s theory or not, but it’s not -- 
for me, it’s not about whether I like you or not. For me it’s more about 
accomplishments. So if you’re coming to me for resources and you have 
demonstrated a track record if I invest ten dollars in you and you’re going to 
deliver A, B, C and you deliver A, B, C and maybe D, then I’m likely to give 
you $20 next time you come. But if I give you ten dollars and you give me 
just A, but you promised B and C, I’m less likely to give you the $20 next 
time around” [PC-101813]. 
 
Liking, then, can be built on a record of proven achievements. In the 
academic work place, how well you manage your budget (producing positive 
outcomes or exceeding expectations) can become an indicator of how future budget 
requests will be received. This is a precept which the library deans have well 
understood over the years. 
 When President Sophia sat down for her interview, she took the questions 
about the Liking principle and reframed them as a discussion of values. She 
described a successful candidate for a deanship as someone who has come up from 
the ranks of the faculty and has experienced the realities and challenges of a teaching 
member of the faculty. She spends more time, though, talking about the importance 
of the candidate’s ability to align his or her values with the values of the institution. 
She also places a great deal of importance on understanding and embracing the 
mission of the public university. 
We have our individual values, but we have our university values, the first of 
which is integrity. And if you are going to serve me, then -- and I lecture 
every candidate that I’ve interviewed, you know, for the VP positions, that 
integrity is the first and most important value because at the end of the day, if 
you don’t have your integrity, you don’t have anything else. So every 
candidate, every individual has to find their way of demonstrating, living with 
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their personal principles that include integrity. Deans have to match the 
mission of the university. We have interviewed folks that would be perfectly 
well-suited for Harvard and I don’t mean that good or bad, but they’re not 
suited for us. They don’t know and love our students. They’re not willing to 
work -- public higher ed is a hard place to work. It is the most challenging. It 
is my entire career. I would never work in private higher ed. That’s my bias. 
But a dean must come willing to work in public higher ed, work with the 
nature of their particular institution, and feel at one with that mission. So if 
they’re not, it doesn’t work. And then after that, all the other skills like can 
you do some budgeting? Can you do some planning? Can you really relate in 
an inter-personal way to the people that are in your group to be led? All those 
things are also important [PS-112613].8 
 
Summary  
The Cialdini principle of Liking, when considered within a university setting, 
can be viewed as perceptions of an individual’s competency, credibility, 
trustworthiness and contribution to the greater good. It is often bolstered by bonding 
events which bring a group of administrators together over a period of time to deal 
with a major problem. Liking is often the result of people working together over a 
long period of time and serving on committees and taskforces together. The impact 
of Liking also can extend from one administration to another based on a person’s 
history.  Most importantly, Liking can also be defined as the ability to present 
yourself as being aligned with the overall mission of the institution. It is important to 
note that, aside from the current dean of the library, none of the interviewees was 
                                                     
 
 
8 See the section on Commitment and Consistency for a further discussion of 
this portion of the interview with the president of the university. 
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comfortable talking about more commonly accepted concepts of likeability, 
popularity or friendship, preferring to stay within the bounds of organizational 
discourse. 
 
 
4.4.3 Reciprocity 
 Introduction  
 Cialdini built on the earlier work of anthropologists and sociologists in order 
to define the rule for reciprocation. He describes a universal rule that:  
[…] requires that one person try to repay, in kind, what another person has 
provided. By obligating the recipient of an act to repayment in the future, the 
rule for reciprocation allows one individual to give something to another with 
confidence that it is not being lost. This sense of future obligation within the 
rule makes possible the development of various kinds of continuing 
relationships, transactions, and exchanges that are beneficial to the society. 
Consequently, all member of society are trained from childhood to abide by 
the rule or suffer serious social disapproval (Cialdini, 2009, p. 49). 
 
This rule has applied to all cultures for time immemorial. Compliance 
professionals understand the immense power of that perceived obligation and wield it 
with impunity. There are three factors that make this rule so exploitable: 1) the rule is 
so powerful that it takes precedence over any other factors being weighed in a 
decision, 2) the rule applies to solicited as well as unsolicited first favors so that the 
recipient does not have control over the obligation incurred, and 3) the weight of the 
reciprocation responsibility is not commensurate with the size or value of the first 
gift. Lastly, the exchanges can often be unequal in value (Cialdini, 2009). 
 
Discussion 
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When Ben was asked to describe how the budget process works at USU, He 
said that "it's always been a game of making little adjustments here and there, not a 
zero sum game." When the worksheet comes down from the budget office, it is 
presented as the status quo. Unit heads are asked to make adjustments as necessary 
for the coming fiscal year. He feels that the point in the budget process at which 
faculty lines are given up (Scooped) and then given back (Scooped Back) is all about 
reciprocation. “It's all about your relationship with the provost. You have to defend 
it. You have to prove your credibility.” "Slippage" is the term used to describe the 
money that goes back and forth from the Provost's budget to the unit budgets. Ben 
reiterated the fact that the deans don't forge agreements amongst themselves. It 
always happens between the provost and the dean, one-to-one. In the past, the 
library's budget has always been viewed as separate from the funds appropriated to 
the academic departments. Ben discusses the importance of trust in the scooping 
process. The library has to build credibility and trust not only with the provost but 
also with the other deans and not be seen as unfairly grasping at more than is deemed 
justifiable. This is an intangible perception as opposed to an actual struggle over 
dollar amounts. Ben believes that in actuality his fellow deans were more covetous of 
the library’s space than its budget [RDL-51113]. 
 Joe sees himself as not having a personal agenda, “I don't make demands.” 
He describes himself as complying with requests in a professional manner without a 
lot of ego involvement. “Always within budget and always on time. Good of the 
cause.”  His experience of reciprocity is based on making concessions when the 
circumstances demand it and not being seen as selfish. He, like his predecessor, is 
very aware of how he and the library is perceived by the university community and 
acts accordingly. The library staff does not necessarily understand or appreciate the 
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political need for this kind of leadership on the part of their dean. Although Joe feels 
that the librarians come closer to understanding the need, they are not privy to all of 
the high level discussions. Consequently, Joe tries to be transparent in his dealings 
and his explanations with the library faculty. At the monthly library faculty meetings, 
Joe makes a point of offering a report on the budget and explaining any issues that 
have arisen.  He places a great value on this kind of transparency because, in his 
estimation, Ben did not. "I'm very conscious of that. I'm good at that." Joe feels 
confident that, among the university administrators as well as the library staff, he is 
known as a team player who can be counted on to support the needs of the institution 
[FJ-42214]. 
 Mary, the current vice provost and former interim provost, feels that 
reciprocity is a very important element in the budget process but she makes 
distinctions among the various relationships -- Provost to Dean, Dean to Provost and 
Dean to Dean. In the first relationship, she believes that the Provost cannot take 
instances of reciprocal arrangements into account, “I don't see that as the driving 
force. A good provost really has what's good for the university in mind instead of the 
micro-level of what should I give to the College of Education or Business. But at the 
dean level, it is absolutely a characteristic of what goes on.” She gives the example 
of what she calls ‘homeless’ programs such as the Honors Program or Women’s 
Studies. They are homeless in the sense that they depend on courses offered by the 
academic colleges for their program. She has seen the impact of the new culture of 
scarcity in the lack of support for these programs by the academic deans. In this she 
sees a lack of leadership on the part of the deans. “A good dean should be a provost-
in-waiting trying to understand more than just their college. You can advocate better 
for your college if you know how your provost or president is thinking." In her 
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estimation, this quality is very evident to the administration, “So as provost you can 
look down the table and think, this dean gets it and this one doesn’t” [VP-6413]. 
Mary also described to the researcher her initial efforts, during her tenure as 
interim provost, to involve the deans in the prioritization process. She was proud of 
these efforts and saw them as laying the groundwork for the provost’s agenda of 
organizational change. In fiscal year 2012 when end of year funds became available 
to the Academic Affairs division, Mary asked the deans to collaboratively allocate 
those one time monies. At that time, she felt the process worked well and that she 
saw instances of reciprocal thinking:  “And I thought it was a worthwhile exercise. 
We got what we wanted and we understood it had to be one-time money. And we 
could help each other prioritize. ‘Yeah, you need that more than I need this. Your 
microscopes are 40 years old. You probably need that more than I need a 
whatever.’”  Mary makes the point that at a medium sized university such as Urban 
State it is imperative that the deans work together as a group. She feels that deans 
should not only represent their college but work towards the full vision of the 
university. She uses the example of programs and majors that are interdisciplinary 
and force the different colleges to cooperate. Secondary education certification, for 
example, is offered through the College of Education to students who might have a 
major in the College of Arts & Sciences. The College of Business relies on the 
general education program to properly prepare students to do the higher level work. 
In her view the deans ought to be working together to meet the needs of all of these 
students and she is disappointed when they fail to do so:  “It’s all of our 
responsibilities to make sure our students can write by the time they leave the 
university. [Instead they grouse] ‘Ah, they didn’t do their job over there’” [VP-
6413]. 
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The provost was initially very resistant to the concept of reciprocity, “That’s 
an interesting notion because I never -- I sort of never want it to be that way, right? I 
don’t think that you do something for someone because you owe them something. I 
think you do something because I think it’s the right -- you think it’s the right thing to 
do.” In this interview, as in most, the researcher had to underscore the distinction 
between direct and open bartering and the more subliminal processes of influence 
and persuasion before the provost would be comfortable discussing the topic.  As he 
warmed to it, he recalled that when he first took office he made a point of loosening 
up on faculty travel budgets in an attempt to win over their hearts and create good 
will. He talked also about an infamous meeting at which he tasked the deans with 
allotting some of their scoop back funds to the library. It was one of the first times at 
which the deans were forced to collaborate and join together in solving a financial 
problem. It didn’t go well. (See Chapter 5 for an ethnographic report on “The Lion’s 
Pit”)   
The researcher then asked the provost about how decisions were made at the 
vice presidential level especially at times of financial scarcity. His response was that 
it happens there in very much the same way as it happens at the deans’ level. Once 
they are told what the reductions will be, the vice presidents negotiate over what their 
division’s portion of those cuts will be. It is not always shared equally amongst the 
divisions. In fact, Academic Affairs is often given preferential treatment in 
acknowledgment of their fundamental role in providing university services.  
The topics that the provost really wanted to discuss, though, were those of the 
Cash Reserves and Indirect Funds. Reserve funds are defined by Barr and McClellan 
(2011) as “funds accumulated and held to address unanticipated challenges and 
opportunities or to address deferred maintenance or renovation needs” (p. 194). 
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Reserve funds are generally placed in the operating budget and are built through 
transfers from the current year accounts. These balances carry forward from year to 
year. Accreditation agencies normally have expectations for amounts held in reserve 
by institutions. One example of this is the Middle State Commission on 
Accreditation which expects its member institutions to maintain a minimum of 10 
percent in unrestricted operating reserves. If they fail to do so, they are placed on a 
‘watch list’ and subjected to close monitoring until they achieve the 10 percent figure   
(https://www.suny.edu/sunypp/documents.cfm?doc_id=727). 
Indirect funds come in the form of grant money. They are meant to cover the 
indirect costs occurred by the university in the administration of a grant program. 
Some examples of these administrative and facilities costs are: accounting and 
purchasing, utilities, space, etc. These funds generally do not reside in the unit level 
budget but in the university’s general revenue stream. (Barr & McClellan, 2011)  
Historically, at Urban State those funds were controlled exclusively by the office of 
the Vice President for Finance. All end of year monies were returned to the 
university’s Cash Reserves fund. There had never been an intervening process by 
which the other vice presidents could first make a request for portions of those funds 
for the direct use of their divisions. The new provost had made it his first priority to 
begin to recapture some of those recovered costs back into the Academic Affairs 
budget so that he could control it through his deans. This represented his first 
significant foray into changing the culture of the university.  His timing was 
excellent in that the current long-serving VP for Finance was close to retiring and a 
new VP was about to be hired. The provost had come to the conclusion that what the 
deans and faculty perceived as inadequate or scarce funding was actually a carry-
over of legacy fiscal traditions which he was attempting to change.  
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Unfortunately, he was working against a decade's long institutional culture of 
central control of fiscal resources and inadequate communication. This heirarchical 
system had been perceived as working well -- especially as it operated during what 
now seem like affluent times. As the economic recession deepened, though, some of 
those practices were no longer working as well.  He describes it this way: 
So I mean really, so you sort of look at your -- you look at your fall and you 
look at your spring. So basically you want 60% of your revenue in the fall 
semester. You know there’s an enrollment drop in the spring, so you plan 
about 45-40%, right? But if you have 65% of your revenue in, or you’re 
ahead of projection, right, then you can make some decisions about what to 
use that revenue on as opposed to just letting it roll into the cash reserve. 
Now traditionally that’s how the university has built its cash reserve, right? 
So at the VP’s level, we were pushing back on that and saying, you know, we 
get that you have to add to the cash reserve. But if you have an increase in 
enrollment and you’re adding sections to arts and sciences, part of that 
increase in revenue has to come back to the colleges where the increases have 
occurred, right. Because then otherwise all you’re doing is starving us [PC-
101813]. 
 
This attempt met with partial success within fiscal year 2013.  Small amounts of end 
of year funds were returned directly to Academic Affairs for reallocation. The 
library, for the first time, now had a permanent budget line for indirect funds to be 
spent as the dean wished. 
 The provost indicated that he did not relish the role of brokering negotiations 
among the deans. His preference is to allow the deans to carry on their own 
negotiations as long as they also do a good job of communicating the results back to 
their faculty members. He refers to this as the “Dean of Faculty” issue and it occurs 
when a dean does not want to be the bearer of bad news and instead asks the provost 
to step in and explain things to the department chairs. This has been a problem at 
Urban State with which he has been grappling: “It's the old Evilenne from The Wiz: 
"Don't bring me no bad news!" Throughout the yearlong embedment and 
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observations, the provost was very aware of the impact of communications within his 
division. At every meeting of the deans’ council, Charles would summarize the 
discussion and any decisions taken and then instruct the deans how that should be 
portrayed to their departments. It was important to him that those decisions were 
viewed as group decisions, not administrative edicts. 
Well, I think messaging. I think understanding process. I think, um, 
understanding that your role has changed. I mean, I'm still a tenured 
professor. I'm still a faculty member. But I'm the provost. You may still be a 
tenured faculty member in biology, but if you are a chair, you are an 
administrator. Sometimes you're going to win, sometimes you are going to 
lose. But do you have the right as an administrator to badmouth a decision? 
We talked about this at the deans' retreat. When we make a decision as a 
group, the rhetoric around that message has to change. It's one thing to say "It 
was decided." It's another thing to say "We decided"  [PC-101813].  
 
 In her interview, President Sophia agreed that Reciprocity was an important 
factor in evidence at Urban State, especially at the vice presidential level. She 
described her weekly individual meetings with each vice president as well as their 
group meetings which also took place weekly. She sees these meetings as 
opportunities for group problem solving. She also sees the main goal of each vice 
president as serving the entire university community, not just their divisions. 
 
So their assignment from me is to think broadly on behalf of everyone, even 
as they represent their unit. So it does kind of work out. Very seldom do you 
have them fussing at each other behind closed doors where -- "You took my 
nickel and I want it back and gave it to you instead!" That isn't part of who 
we are. That's not to say that there haven't been times when they've been 
frustrated with each other not like one big happy family that never has a fuss. 
But the general standard is that we work together and we are transparent 
about the money. So if you got that nickel, then next time, gee, could I have it 
because, you did get that. Could it be my turn [PS-112613]? 
 
 
 Summary  
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This study has found that the Reciprocity principle is significantly present in 
Urban State University during budget decision making. It is most often referred to as 
“being a good team member” and “seeing the big picture.” Each interviewee was 
asked by the researcher to describe the qualities of a good dean. Their responses 
generally included remarks such as “not being seen as grasping or demanding an 
unfair portion” and placing the overall mission of the university above the needs of 
the college or department.”  
The findings also underscore the importance of relationships among the 
various players: between the deans and the provost, among the vice presidents, and 
amongst the deans. One gets the sense of a delicate organizational ecology kept in 
balance by virtue of people understanding their role, accepting the need to serve the 
university’s mission and negotiating and communicating both upwards and 
downwards.   
 
4.4.4 Commitment and Consistency 
 Introduction 
 Just as in the rule of reciprocation, psychology tells us that people also have a 
strong inner urge to see themselves and be seen by others as consistent in their 
thoughts and actions. This strong preference for internal consistency comes from 
three sources: 
First, good personal consistency is highly valued by society. Second, aside 
from its effect on public image, generally consistent conduct provides a 
beneficial approach to daily life. Third, a consistent orientation affords a 
valuable shortcut through the complexity of modern existence. By being 
consistent with earlier decisions, one reduces the need to process all the 
relevant information in future similar situations; instead one merely needs to 
recall the earlier decision and to respond consistently with it. (Cialdini, 2009, 
p. 95) 
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From a compliance point of view, this tendency towards consistency pairs very well 
with the establishment of a commitment. People are more willing to agree with a 
request if they have made a previous commitment on a related topic, even more so if 
they have made their commitment in a public manner. That being said, in order to 
work, the commitment must be “active, public, effortful, and viewed as internally 
motivated (uncoerced)” (Cialdini, 2009, p.95). An added factor is that people will 
often go to great lengths to justify an initial commitment in order to continue to 
employ it in decision making. 
 
 Discussion 
When asked during our interview whether he could remember instances of 
the president or provost making a public comment in support of the library, Ben, the 
retired dean of the library, answered that it used to happen more often. "I heard that 
more, earlier." In general, he says, libraries aren't mentioned as much as they used to 
be. "We're not held up anymore as what makes the university great. It's now more 
important to be seen as a team player."  During the interview, Ben tells a story about 
one of the former provosts walking through the library unannounced and noticing the 
little used areas.  
Places need to be busy, they need to be seen as being busy or you forfeit the 
right to hang on to them. The provost is always looking for new places to put 
people and services. Library space is premium space. So the library director 
needs to have a vision and he needs to sell it. We may not be so busy now, 
but here's the plan for how we're going to change that... [RDL-5113].  
 
Ben also believes that Information Technology (IT) has taken over in 
importance from the library on campus. They are mentioned more often in public 
comments and considered “Mission Critical” in a way that the library no longer is. 
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To be perfectly honest, I think I heard that more, earlier. I think recently -- I 
don’t think libraries are at the tip of someone’s tongue the way we used to be, 
even when we’re doing good things. I mean, I think there have been so many 
other challenges and things that need to be really rethought or funded better. 
And it’s sort of a mixed blessing of not being a problem and doing things 
well, but it’s like, “Okay, well, you just keep running” [RDL-5113]. 
 
 Joe agrees that the library is not mentioned very often by administrators, 
although, he does a recall that at a recent meeting of the board of trustees, the 
president mentioned the need for a 21st century library. When asked if the president 
ever solicited input in preparing her reports to the board of trustees, Joe sheepishly 
replied that she does indeed and that he rarely contributes any comments.  He 
understands that he needs to capitalize on this instance of public commitment and 
that he needs to do much more work on this front. He listed off some projects on 
which he is collaborating with student affairs and alumni affairs in an effort to boost 
the library’s outreach efforts. As an observer at a meeting of the university’s 
development team, the researcher caught two mentions of the library both by the 
president and the VP for Development. That lead the researcher to question whether 
the deans have simply not acknowledged the instances in which the library has been 
brought up as an example of a well-run department or if they have higher 
expectations for public support [CDL-9313]. 
 Mary also had trouble recalling times when the president or the board of 
trustees have publicly supported the library although she finds this particular 
influence strategy an interesting one. After giving it some thought, she stressed the 
fact that she has always supported the library, if not with words, then with dollars. 
She reiterated that the two library deans with whom she has worked have always 
done a good job of managing the library's budget. In turn, she has always protected 
their contractual and equipment budgets in order to preserve the collection money. 
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This is in contrast to the academic colleges who have not always demonstrated the 
same abilities. "They've done a good job and they're reasonable in the library. They 
understand the culture of scarcity in a way that the academics do not."  She quotes 
the Vice President for Finance as saying, "The ship is going down and those deans 
are fighting over which chairs they're going to keep!"  She agrees with this vision of 
the academic deans but is quick to add that the library has never been seen in this 
light. 
 When asked if she attends library events, Mary was embarrassed to have to 
say no. She confessed to having a difficult time making the mental switch from 
representing herself on a personal level and representing the office of the provost. 
She was surprised to hear back about one of her visits to the library and how grateful 
the library staff were to see her there. She portrays it as a silly response (on her part) 
to an issue with which she struggled to come to terms: 
I’m having a hard time with that still, and its [been] many years. When I did 
that, I felt like, “Oh my god.” It’s like when I went to somebody’s mother’s 
funeral. Not from the library, somewhere else. It was like, “Oh my god, I 
can’t believe she went.” Of course. You’re human and I’m human. And I 
think I don’t get out enough. I don’t come out of this office very much [VP-
6413]. 
 
When asked about his attendance at library events, the current provost first 
confesses that he hasn't done as much of that as he should, then he airs this petty 
grievance: at a recent library event hosted by the Development office, the provost 
had received the general, university-wide invitation that went out to everyone on 
campus, but he had not received a personal invitation. He was particularly irked that 
the president had but he had not. When I suggested it might have been an oversight, 
he shrugged his shoulders. 
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I don’t come by the library often to see people there, and I find out -- I’m 
usually the last person to get on the invitation list. So, like, for [Founder’s] 
Day, I think a targeted announcement went out, but the library was 
intentional about getting it on the president’s calendar. They were not 
intentional about getting it on my calendar [PC-101813]. 
 
In a follow-up conversation with Joe, the current dean of the library, the researcher 
asked him specifically about this incident. He was nonplussed at the provost’s 
response to the general invitation and blamed this oversight on the staff of the 
Development office. On further reflection, though, he admitted that he should have 
been more intentional in ensuring that the provost was personally invited. 
 Within the conversation about Commitment and Consistency, the provost was 
asked to remember a time when he made a conscious effort to support an idea or 
project for which he had previously made his commitment public. He quickly 
recalled an incident at one of his prior institutions during which he oversaw the 
recruitment, selection, and hiring of a new university librarian. “And she wanted to 
make significant changes in the first floor in terms of more open concept. You know, 
getting rid of stacks, moving things around. And I made sure she had the money, 
made sure she had the support. Drove facilities to do it” [PC-101813].  When the 
researcher suggested that hiring might be seen as an act of commitment, the provost 
was reluctant to agree. Yet, this was the one example of commitment which he put 
forward. 
Throughout the interview, Charles resisted the idea of commitment as a 
predictor of decision compliance. He used a very apt and entertaining example from 
a North American television program he had watched recently. On NBC’s hit show 
“Parks and Recreation,” Amy Poehler’s character, Leslie Knope, a mid-level 
bureaucrat, is accused by a staffer of ‘flip flopping’ on something to which she had 
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committed. She explained that she changed her mind because she received new 
information and then tells the brown cow story. The provost recalls the scene: 
There was a great line in Parks & Recreation last night.  "You said at one 
point this, and now you said this." It was around a tweet. "So you're flip 
flopping.” And she says "No, I got additional information between the time I 
said this and the time I said that. When I was five, I believed that chocolate 
milk came from brown cows. When I was eight, I learned about chocolate 
syrup. I got new information” [PC-101813]! 
 
Charles is very uncomfortable with the notion that he needs to be seen as consistent 
at all times and he reserves the right to change his opinion based on new information 
gathered. It is possible to view this very reservation as an act of internal 
commitment. The provost stresses that what really impacts his allocation decisions is 
the performance of the person making the request -- their credibility, authority, 
reasonableness, etc.  “So I think you have to be careful about those statements 
because if you get additional information -- it also goes to credibility, if you're 
coming to me and I've given you five dollars in the past and you haven't delivered it 
doesn’t matter if I support [your] initiatives or not, If you haven't taken the money 
and used it wisely then how does that…?” [PC-101813]. 
 Early in the interview with President Sophia, when discussing the Liking 
principle, the president reframed the questions with which she was uncomfortable 
into a discussion of values. She felt quite strongly about the mission of a public 
university and the special nature of the work needed at these institutions. She came 
very close to referring to it as a vocation. She went so far as to state that any aspiring 
candidates for administrative posts at Urban State had to address this particular value 
to her satisfaction. This is a clear example of the Commitment and Consistency 
principle at work. During the interview, the president was also asked if she could 
recall any public acts of commitment to the library. The incident she recalled was a 
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practice she had instituted at a previous university and then brought along with her to 
Urban State. When a member of the university community died, she explained, the 
office of the president made a contribution to the library for the purchase of a new 
book in that person’s memory. The donated amount was always the same and the 
library staff selected the title. Once received and processed, the memorial book was 
given  a special plate made out to the honoree. She began to say that this practice was 
better received at her past institution than at USU but then observed that, perhaps it 
hadn’t been as well publicized there as it should have been. President Sophia realizes 
that this is a relatively small commitment to make to the library but still feels a 
personal connection to the initiative. Certainly, this may be viewed as a failed 
opportunity on the part of the dean of the library at USU to demonstrate some 
reciprocal behavior. It is also clear that the president understands and appreciates the 
importance of her attendance at library events. “Other ways of supporting the library 
are simply through presence when something happens there. I have followed, but at a 
distance, because it’s my job to be at a distance, the possibility of the renovation of 
the library. It will be my job to find the money for it” [PS-112613]. 
 This notion of distance is an important one for the president. When asked 
about her vision for the library, she responded that it wasn’t her job to have that 
vision. In her estimation, it was the job of the library dean. In a follow-up question 
asking about any role she might have in shaping or guiding that vision, President 
Sophia picked up a 4-color, professionally produced, blue pamphlet from the 
credenza and passed it over to the interviewer. It is a thin, elegant, printed version of 
the university’s official strategic plan. 
Well, this is shape [she picks up the blue book with the strategic plan], you 
know, everywhere I go, I talk about this all the time and how does it relate 
and okay, [Joe], which goal are you working on? Actually he's working on 
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student success, he's working on academic excellence and innovation, and 
he’s working on urban leadership. […] So I never quit talking about 
variations on this. But he and others have to, okay, translate what does that 
mean here? Then when he translates it back and says this is what we're doing. 
Then I say, yeah, that's wonderful and I'm happy to talk about that or brag on 
it and find the money [PS-112613]. 
 
For President Sophia, commitment is shown by having a strong strategic plan 
that is interpreted and operationalized by her administrators.  It is also shown by 
“bragging on it” or publicly celebrating goals achieved by the various units. Lastly, 
commitment is demonstrated at the presidential level by identifying ways to support 
their vision and their work.  
 
 Summary 
The findings with regards to Cialdini’s principle of Commitment and 
Consistency were very thought-provoking. Despite the interviewees’ reluctance to 
see themselves as being subject to this kind of influence, it became clear during our 
conversations that it was very much in place and at work. Among the themes that 
arose was that of the long-term implications for good management of library 
resources. Since the deans of the library, for many years, have done an excellent job 
of managing their budgets and running their unit, the university administrators have 
come to believe that all is well within the library. The library has become, to some 
extent, invisible. Ben described this as the library ceding the role of “Mission 
Critical” to the Informational Technology department. Perhaps keeping a low profile 
isn’t always the best strategy when it comes to requesting additional funding. The 
key decision makers all admitted to not having visited the library often enough in the 
recent past. When events were held at the library, they weren’t always individually 
invited and therefore did not feel the need to attend. In addition to Commitment and 
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Consistency, this particular interaction (or lack of interaction) can be viewed through 
the lens of the Reciprocity principle. Specifically, it may be viewed as a break-down 
of reciprocal exchange. When they requested input from the library for major reports, 
those requests were sometimes ignored. When they did make an effort to make a 
commitment to the library, that effort was not always properly acknowledged and 
publicized. These things may appear insignificant,, but to the decision makers, they 
are very important. It is clear that there is much room for improvement on the part of 
the dean of the library to be more responsive and more proactive in reaching out to 
the administrators and placing the library center stage.   
Most of the interviewees reported in one way or another that past 
performance and credibility are more important than commitment and consistency.  
Rather than accept the possibility that he should be held accountable for past 
commitments, the provost insisted on his right to adjust his stance on an issue 
whenever new information is brought to his attention. The researcher notes his focus 
on external consistency versus internal consistency which seems to be very much in 
place. The president made a strong affirmation that her personal and institutional 
commitment is contained in the official strategic plan. What seems clear to the 
researcher is that the study participants, while seeking to reframe the conversation, 
actually provided clear examples of the principle at work. 
 
4.4.5 Social Proof 
Introduction 
 Cialdini’s principle of social proof is based on the observation that when 
faced with a complex or uncomfortable decision, people are most likely to look to the 
example of similar others for clues as to how to make that decision. From the 
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personal to the corporate, people are strongly averse to standing alone, on the edge of 
society, when it comes to decision making. The urge to seek social proof, or as some 
label it, social consensus, is very strong and can manifest itself in many ways. In an 
emergency situation, people will look to see what other bystanders are doing before 
they jump in to help. In corporate settings, executives will surround themselves with 
advisory bodies, read the professional literature to see what other institutions are 
doing and consult with personal advisors when seeking confirmation of their beliefs. 
Cialdini tells us that: 
Social proof is most influential under two conditions. The first is uncertainty. 
When people are unsure, when the situation is ambiguous, they are more 
likely to attend the actions of others and to accept those actions as correct. 
[…] The second condition under which social proof is most influential is 
similarity: People are more inclined to follow the lead of similar others 
(Cialdini, 2009, p. 139). 
 
Much of the time this instinct works perfectly well and leads to rational decisions, 
but not always. One has to be aware of the possibility that other people are making 
bad decisions based on erroneous or misunderstood information and adjust 
accordingly. 
  
 Discussion 
The retired dean of the library was very interested in the idea of social proof 
as an element of persuasion and influence. He had more to say about this Cialdini 
principle than all of the others.  In his interview, Ben asserted that decision makers 
do acquire information about libraries from any number of sources over which the 
library director has no control.  He was absolutely clear that the provost and the 
president are influenced by ideas they gather at conferences, read about in the higher 
education media or hear about from their colleagues. Ben describes higher education 
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as a small world and university administrators as all moving in the same direction.  
The issue of rising journal prices is a good example. All of the administrators are 
well aware of the issue because it has been well covered in the academic press and at 
conferences.  He warns, though, that this could be a double edged sword. “Be 
proactive. Don't wait until they come to you with some piece of misinformation that 
worries them. It's important for the library director to make sure they have the ear of 
the Provost and stay on their radar.” Ben served for many years on every state-wide 
library committee of importance and is very well regarded in the state’s library 
community. He feels that it is essential to be active at the state level -- represent the 
institution well -- and report back on those meetings to the provost.  "The more wow 
the better," he says, about using comparisons to other institutions to make your case 
[RDL-5113]. 
 When asked if he had ever tried to influence a decision maker with this kind 
of information, either through conversation or through a written report, Ben 
responded:  
I always did try. I mean, I think that’s the underlying piece of all this is that 
you want to have their ear and have a regular meeting and be proactive with 
that agenda, so bringing them as much information as you can. I think I 
benefitted a lot from a lot of my external connections too. So I was on the 
OCLC9 board and [the council of directors of state university libraries]. So 
                                                     
 
 
9 ‘Online Computer Library Center, Inc. (OCLC) is a nonprofit, membership, computer library service and 
research organization dedicated to the public purposes of furthering access to the world’s information and 
reducing information costs. Founded in 1967 as the Ohio College Library Center, OCLC and its member libraries 
cooperatively produce and maintain WorldCat, the largest online public access catalog (OPAC) in the world.”  
http://en.wikipedia.org/wiki/OCLC. 
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get them back. So get them back and say, “Well, you know, do you advise 
doing this?” [RDL-5113]. 
 
Ben believes that bringing information to the decision makers helps a dean to 
strengthen his credibility on campus. The ability to spot a trend, analyze it, describe 
it to the provost, and explain how it might be applied locally is a strong influence 
tool.  “Yeah, you don’t want to wait until they say, “I’m hearing libraries are putting 
all their books in storage. I think we should do that.” [RDL-5113] 
 Joe can imagine many scenarios in which he could use the social proof tactic 
to great effect, although he hasn’t done so yet. The next time there are complaints 
about the library schedule, for example, he may want to see what other, comparable 
university libraries are doing about their hours of operation.  One example in which 
he didn’t even have to make the case -- because it was already self-evident -- was in 
obtaining capital funding for a library café. Libraries are now expected to have a 
café  so it was an easy concept to sell.  Joe appreciates the fact that the administrators 
are reading and do keep an eye on library issues. He mentioned several local 
newspapers as well as a national magazine that have covered some stories on campus 
to great interest on the part of the administrators. “Mostly, though,” he says, “it’s 
just us in the library going off to conferences and coming back to campus and talking 
about what's happening in the field” [CDL-41613]. 
One of the clearest manifestations of social proof in the academy happened in 
the late spring of 2013. At a regularly scheduled meeting of the Provost’s Council, 
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the last thirty minutes or more consisted of the provost and the vice provost 
describing a conference they had recently attended in Orlando, FL --  "Complete 
College America"10 They had been asked to attend and report back by the state board 
of higher education. The provost spoke in a very animated manner about the many 
things he had heard discussed at the conference -- new analytical tools for predicting 
student success, the concept of "meta-majors" to prevent the burnout that happens to 
students with undeclared majors, and so on. All of the deans, directors and 
coordinators present at this meeting listened politely to this discussion but didn’t 
appear to be taking it too seriously. Since then the provost has brought the meta-
majors idea ever further, pushing the academic deans to come up with a program for 
instituting the meta-majors concept in their colleges.  He sees meta-majors as a 
possible weapon in the war on declining enrollments and he is not going to give up 
on this idea [FJ-62413]. 
 President Sophia also admitted freely to being influenced by conferences and 
other gatherings of peer administrators.  
And you know, I used to say when you go to a conference, if you get one 
good idea, even though if there were 20 presented, but any one you could 
bring back and basically implement in your own translation, then it was really 
worth going to that conference, because we can’t all think about all the ideas 
all by ourselves sitting in a corner. [PS-112613] 
 
When asked if she could think of any specific examples, the president 
protested that there were too many to consider. She went a step further and said that 
                                                     
 
 
10 http://completecollege.org/ 
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when you hear about an idea often enough you simply internalize it and it becomes 
your own idea. Then, when you have implemented those ideas in multiple 
institutions, as she has, it is further reinforced as your own idea. “And so where I 
learned each piece of whatever I learned, I don’t know. But I know that I’m a 
product of lots of learning, much of which came from conferences and things” [PS-
112613].  Of course, this exchange of influence happens in both directions. President 
Sophia recounted a story in which she met with a fellow president of a public 
university whom she has known for many years. He confessed to her that he had had 
to preside over a major expansion of the curriculum at his university and that he had 
simply copied what she had done at her prior institution: 
And I mean, so it cracked me up. I don’t know if he literally took our catalog 
and said, “Okay, we’re having one of these. We’re having one of those. We 
already got this one.” But that we do look to each other in all kinds of ways 
for best practices, for creating ideas, for survival [is true]. You know, 
presidents call each other. “My board is killing me. I think maybe I’m going 
to get fired. What would you do if you were me?”  [PS-112613]. 
 
This practice of reaching out to peer administrators at other institutions was 
further affirmed by the provost. In one of the strongest expressions of social proof 
encountered in this research study, the provost described his reliance on a group of 
people with which he bonded while participating in a fellowship program sponsored 
by the American Council on Education (ACE) in 2005-2006.  This represented a full 
year of shadowing senior university administrators with a cohort of other fellows 
from around the nation. Charles described it as a key bonding experience. To this 
day, the provost speaks to these people frequently. They share their problems, 
consult each other on issues, and solicit advice. The provost reported that he speaks 
on a weekly basis with at least two of these colleagues. In his case, he has chosen a 
group of outsiders with whom he has shared a bonding experience to be his 
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confidantes [PC-101813]. Given that, at the time the study took place, Charles had 
been at USU less than a year, perhaps it is his relatively short term in office at Urban 
State which has prevented him so far from identifying possible internal confidantes.  
 Although President Sophia keeps in touch with colleagues at other 
institutions, she has also created an internal group of confidantes on whom she relies 
for advice and employs as a sounding board.  One of the more interesting things that 
came out of the interview with the president was the importance of the presidential 
fellow program at USU. Every year, faculty members of the university are invited to 
apply to become the next year's fellow. The process is competitive and several 
candidates come forward each year as it is a coveted appointment. The selected 
fellow is released from their teaching responsibilities for the duration of the yearlong 
fellowship. They shadow the president at all of her administrative meetings. They 
meet with her regularly in private sessions, travel to conferences with her and 
sometimes represent her office at internal meetings. They also undertake a major 
project during the year. One of these fellows was present during the interview with 
the president. Although her presence was unexpected, the researcher appreciated the 
fact that it was the fellow’s preparation and briefing that prepared the president so 
well for her interview. Of all the interviewees, President Sophia was the best 
informed on the topics to be discussed. 
When the subject of social proof was introduced the president readily 
admitted that she sometimes relied on this group of past presidential fellows for a 
sympathetic ear when she is thinking over a problem. She described these meetings 
as being informal (“visits” or “coffees”). Clearly, over the course of a year of 
shadowing her, they become very close to her and learn a great deal about how she 
thinks, etc. It's important to understand that this is something that she brought with 
  
 
Funding the Academic Library Page 161 
 
her to Urban State from her early days at another institution where she served as a 
fellow to a university chancellor. The other aspect to consider is the impact of these 
past-fellows on their peers as they return to the ranks of the departmental faculty 
when their term is over.  What impact do they have on their departments after their 
fellowship terms? Can this be seen as an attempt by the president to cultivate 
sympathetic and knowledgeable members among the faculty? 
The researcher was able to shadow the provost to a meeting of the Vice 
Presidential Council in the late fall of 2013. During this meeting she was able to 
observe the full council and the president engaging in an explicit exercise of social 
proof. The most important item on that day’s agenda concerned the faculty use of 
social media links on the university's official web site. The vice presidents were 
debating the relative merits of allowing or disallowing the practice. 
The meeting had been delayed by an hour and the agenda pre-empted by an 
urgent report from the Director of Government Relations. By the time the discussion 
about social media got underway it was nearly noon.  The president began the 
discussion with a challenge, "who actually read the policy I sent out?" When several 
vice presidents stared at her blankly, she was visibly irritated.  As the conversation 
about the social media policy turned to examples of other universities, people pulled 
out their iPads and began to follow along with the VP for Finance, who was leading 
the conversation. The president struggled to keep pace with them on her iPad Mini. 
She demanded that the conversation halt until she caught up. This happened several 
times. After looking at the faculty pages of several other universities they confirmed 
that the practice of faculty creating links from their official university pages to 
personal social media sites is pervasive. Even so, they were reluctant to come to an 
official conclusion. The conversation seemed to be going in desultory circles. Now 
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long past lunch, the VP for Finance indicated that he was done with this topic. 
Eventually the president commented that she was also done and that she hadn’t eaten 
anything since 5 am and needed to get some lunch. The unresolved discussion was 
tabled and the meeting broke up. Beyond being a great example of social proof at 
work, this scenario also stands as a cautionary tale of the dangers of meetings that 
extend too long beyond the lunch hour [FJ-12413]. 
 
 Summary 
Despite the fact that Social Proof as a code family did not present as strongly 
as Liking and Reciprocity, the researcher found that it is convincingly represented in 
the decision making processes of Urban State University. While there may not be 
numerous instances of the influence tactic at work, those that did emerge were very 
powerful in their impact. The evidence confirmed that conference attendance by 
university administrators is a major source of influence, as are the many publications 
pulished by higher education media sources. Administrators attend conferences, read 
the Chronicle of Higher Education, and subscribe to Inside Higher Ed along with 
other news sources in a purposeful search for new ideas. As Ben stated, the world of 
higher education in the United States is fairly small and the major players observe 
each other closely.  
 Ben, the retired dean of the library, shared his strong opinion that his 
participation in committee work at the state level was instrumental in building his 
credibility on campus and keeping the provost and president well informed of any 
new trends. It was interesting also to note that this is something that the new dean of 
the library has yet to fully appreciate. Although Joe has served on a few state-wide 
committees, he has yet to step into the leadership role that Ben had occupied at that 
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level. To be fair, Joe has his hands full with current happenings on campus and will, 
no doubt, grow into this additional role. What was most intriguing to the researcher 
was the finding that administrators have both external and internal groups of people 
to whom they turn for support and advice. Sometimes those groups come ready made 
and, other times, the administrators create their own group. Finally, it was evident in 
the observation of the vice presidential council meeting, that university 
administrators frankly and blatantly look for examples of how other institutions deal 
with current issues. Social proof is rampant at Urban State.  
 
4.4.6 Authority 
 Introduction 
 When faced with a difficult or complex decision, Cialdini’s research tells us, 
people are inclined to defer to authority figures or to look to them for guidance. Of 
all the mental shortcuts that people use to avoid the hard work of considering all of 
the information pertinent to a decision, this is the one most openly employed. People 
are conditioned from birth – by their parents, their teachers, clergy, employers and 
society in general – to defer to authority. They respond positively to all sorts of 
evidence of authority, such as titles, uniforms, and other trappings (clip boards, 
badges, white lab coats, designer suits, etc.), whether genuine or contrived. For the 
most part, this is an excellent strategy that reaps positive results. Compliance 
professionals exploit it to great effect. People assume that a perceived authority 
figure has earned their authority by achieving a high level of knowledge, wisdom and 
power. It makes sense to seek their input and follow their advice. The problem is that 
a) not all authority is genuine and b) unquestioned decision making is never a good 
idea. The halo effect of authority can even be misapplied and engaged out of context 
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(as in the case of an experiment in which Texas pedestrians ventured out into busy 
traffic following the determined lead of a man dressed in respectable business attire): 
Even if the man had been the business authority his clothes suggested he 
might be, he was unlikely to be a greater authority on crossing the street than 
other people, including those who followed him into traffic. Still, they did 
follow, as if his label, “authority,” overwhelmed the vital difference between 
relevant and irrelevant forms (Cialdini, 2007, p.231). 
 
 Cialdini also points out a tactic related to authority which is often employed 
by compliance professionals, and which he calls “sly sincerity.”  This tactic appeals 
to people’s desire to view authority as being impartial. The influencer will “prove” 
their honesty by inserting into their message a small, insignificant defect or failing 
thereby winning the trust of the person of whom they are making a request. To 
illustrate, he describes a study in which letters of recommendation for employment 
produced the most favorable results when they included an admission of a small 
deficiency or shortcoming on the part of the candidate (Cialdini, 2009, p. 193). 
 
 Discussion 
When discussing the Cialdini theory of Authority as an influence tool, Joe 
was not sure that it would be an important one. In the early days of his deanship, he 
felt confident that he had established his credibility with the library faculty. He also 
felt good about how he was viewed by the decision makers. Placing a high value on 
his reputation and authority within his own field, Joe did not believe that he would 
ever bring in an outside consultant to assist in making a budget proposal. He, like his 
predecessor Ben, views the budget request process as an almost intimate 
conversation with the provost. An outside consultant, he believed, wouldn’t be well 
received. For specific projects outside of his area of expertise, such as a space study, 
he does feel comfortable bringing in a consultant. Joe feels confident enough to reach 
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out to other administrators for advice on how to handle complex situations because 
these gestures have been well received in the past [CDL-41613]. 
 In the interview with retired dean of library, Ben, he also stated that he would 
not have felt comfortable bringing a consultant along to the budget meetings for the 
same reasons mentioned by Joe. He did recall times when the council of directors of 
state university libraries hired experts to weigh in on big projects being pitched to the 
state board of higher education. He believed that the judicious use of external 
credibility can be very valuable, especially when done at the state-wide level. Ben 
also recalled a time when recommendations from the state board of higher education 
were more influential:  “We had some real advocates in the board of higher ed at 
that point, back when their budget recommendations actually mattered and they 
could determine how much budget increase money you’d get in your budget. I mean, 
those days are gone.”  Ben pointed out that the currently ongoing space study for the 
library renovation is an example of the use of an outside expert as advocate.  “I think 
the space study, though, that’s underway right now is kind of that because it’s kind of 
-- it’s bringing in an expert that will -- I mean, we already kind of know what we’d 
like the library to be. But having someone help do that gives you sort of an external 
credibility for it, right? That can put some pictures on it” [RDL-5113]. 
 Several administrators spoke of both library deans as the experts on whom 
they relied for library information.  It was clear in the first hour of my interview with 
the vice provost that she viewed both Ben and Joe as knowledgeable about their field 
as well as understanding of the university’s mission. Mary especially valued their 
participation in the larger library community. “But the deans at the libraries. So I 
refer -- I know they’re reading and they’re going to bring -- and they’re very active 
in the national scene and in the regional scene, so I -- that -- they’re the experts.” 
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She remarked on the noticeable improvement in the quality of service provided by 
the library staff in recent years. The professional conference she attends with the 
most regularity is the AASCU which she described as attended by “provost-y” types. 
Mary also revealed that she will sometimes go to discipline specific conferences to 
catch up on what is happening in fields such as Arts & Sciences or Education but 
only when she loses faith in those deans and their grasp of current trends in their 
field. She reiterates though, that she has never felt the need to do that for the library 
[VP-6413; VP-9413]. 
 Mary also discussed her work on the accreditation process both as an 
examiner and as a petitioner. As vice provost, she is charged with leading the re-
accreditation process at Urban State University scheduled to take place in 2015. She 
has also served as an external reviewer for the American Bar Association on a library 
portion of a law school accreditation study.  She feels that participation at this level 
is very instructive and worthwhile.  
At the beginning of her interview, President Sophia welcomed the researcher 
to her office and promptly apologized for what she called chaos. She had been 
reorganizing her space and there were several framed pieces of art work laid out 
neatly on the floor in front of her desk. She revealed that she had been concentrating 
on throwing out old reports and white papers that she had held on to for much too 
long. When asked about the possible impact of media on her decision making, the 
president talked about all of the external information sources of which she was aware 
-- the Chronicle of Higher Education, conferences by specific relevant groups, 
official reports both internal and external:   
My first response is not at all because I’m inundated all the time with ‘we 
should lean this way or that way’ because forces out there, the media are 
saying that. Actually, I am reasonably well-influenced by things like the 
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Chronicle, you know, and national conferences that are within the bounds of 
what I care about. We’re a member of the AASCU, American Association of 
State Colleges and Universities. And that is our foundation [in] public higher 
ed and how we are stewards of place and all those kinds of things. So I’m 
influenced by what is spoken there, influenced somewhat by what HACU 
does, the Hispanic Association of Colleges and Universities. And I’m 
actually very willing to be influenced by endless reports. I’m actually 
cleaning out all this stuff now I mentioned to you. I have saved too many 
because they’re like ancient and we [need]-- the equivalent, more updated 
what do students think these days. So I’m influenced by that, but it always 
has to be in balance with who are we and what are we trying to do [PS-
112613]. 
 
In several of the interviews, the researcher brought up the topic of the role of 
professional associations such as the American Library Association (ALA) in 
advocating for libraries. The researcher suggested the need for ALA to branch out to 
conferences such as HACU and AASCU in their advocacy efforts. While the 
president did not have a view on this specifically, her general responses on the 
influence of her own conference attendance was telling.  
The provost shared with the researcher an interesting example of targeted 
advocacy. He recalled a time when a group of LGBTQ (Lesbian, Gay, Bisexual, 
Transgender and Queer or Questioning) presidents formed into an affinity group in 
order to advocate for increasing the presence of LGBTQ presidents across the 
country. They spent much of their early efforts trying to bring their cause to the 
attention of the American Council on Education (ACE) and did not feel that they 
were having a noticeable impact. At some point, though, the group realized that they 
had been advocating to the wrong group of decision makers. They switched their 
advocacy efforts to the Association of Governing Boards because it is the board of 
trustees of any university that hires the president. Charles remarked,  “Yeah, very 
smart. But I think the big challenge is that it is insular to some extent. So should the 
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ALA be talking to other deans and other librarians around this macro vision, or do 
they need to move out of their organization to reach out to these other groups, 
right?”  [PC-101813]. 
 With respect to media, Senator Johnson admits that he does not actively seek 
out information from sources such as the Chronicle of Higher Education but that he 
will read pieces that are sent to him. He acknowledges the influence of media on 
both the general voting public and the legislators themselves. He observes, though, 
that legislators tend to have a healthy skepticism for what they read in the local press.
  
Media can be useful in two ways. One is to educate legislators, and the other 
can be to either educate the public creating a groundswell of support for 
something, or to give the legislators the impression that a groundswell 
support of something will be building. And I think both of those are 
important. The danger, of course, is the media tends to be very focused on 
sensation, so a very large portion of the media’s coverage of higher ed has 
been either about scandals at the […] or scandals at […]. So those -- I mean, 
those aren’t useless, but that’s a small -- you’ve got to be very careful not to 
overreact, very careful [SJ-22414]. 
 
In his interview, Senator Johnson recounted a story which made it clear that 
the members of the state’s higher education appropriation committee do read the 
local press and take note of any articles relating to the state’s universities. The 
members generally know what is happening on those campuses and sometimes take 
this information into consideration. The example involved the period of time in the 
past when Urban State had been embroiled in a protracted labor dispute. The 
appropriation committee was unhappy with all of the negative press surrounding the 
dispute that stretched on for three years. They worried especially about the adverse 
impact it was having on the student body. Although the committee discussed the 
possibility of allocating less to USU because of the protracted labor dispute, the 
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senator stressed that they opted not to take any action because it would have been 
seen as a punitive. Still, they would have liked to send a message [SJ-22414]. 
 
Summary 
This study has shown that Authority, as a tool for influence, is present in the 
university although in a somewhat distanced manner. On the one hand, the decision 
makers interviewed were apt to affirm their belief in the authority of the library 
deans, both present and past. They viewed authority as an outgrowth of credibility 
earned and competency demonstrated. When asked specifically about the prospect of 
bringing in an outside consultant to assist in the budget request process, all 
interviewees agreed that it would not be a good idea and would not be well received 
on campus. The budget request process had been viewed at Urban State as a private 
conversation between the provost and the dean of the library at which a hired third 
party would be discordant. The library budget, in particular, had been treated as a 
protected entity in the past. One year into the tenure of the new provost, though, the 
researcher was able to document a shift in the budget request process. Although a 
private conversation still took place for the historically based operating budget, there 
were also many opportunities for interaction among the deans and between the deans 
and the vice presidents during which thousands of dollars in additional funding were 
available for allocation.  
It is in these interactions that one can note the presence of Authority as a tool 
of influence.  The use of outside consultants, for example, was considered advisable 
in situations such as the library space plan. As Ben put it, even though the dean of the 
library had a clear idea of what needed to be done, it was more impactful to bring in 
an expensive outside expert to lend their weight to the matter. The architectural firm 
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hired for this project took great pains to involve as many constituent groups within 
the university community as possible in their design process – from the president and 
the board of trustees to the students – in order to increase the “buy in” factor.  
The participants interviewed also spoke at length about the importance of 
professional involvement at the statewide and national level and how much they are 
influenced by what they learn from that participation. This is distinguished from 
mere conference attendance as discussed in the Social Proof segment of this chapter 
and focuses rather on the participation as an act of advocacy. The theme of targeting 
your advocacy message to the most influential group was also discussed. Several of 
the decision makers mentioned the importance of keeping current through the 
reading of current reports and white papers. Although they attempt to do so directly, 
they will often rely on their direct reports to bring matters of importance to their 
attention. 
Finally, there was much discussion of the impact of media on the decision 
makers. Media was described as a double edged sword and a distinction made 
between the respected trade journals such as the Chronicle of Higher Education and 
Inside Higher Ed and the local media outlets. While the administrators agreed that 
they kept current on big national issues in academia by reading the trade journals, 
they also relied on the deans to make sure that they were aware of important new 
developments. All participants admitted to reading the local media reports about their 
own campus and others. At the same time all realized that these reports tended to 
focus on negative aspects of the news and sensational events and be wary of placing 
too confidence in the reporting. 
 
4.4.7 Scarcity 
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Introduction 
The scarcity principle states that “people assign more value to opportunities 
when they are less available” (Cialdini, 2009, p. 225). Most of us are well acquainted 
with late night television commercials prodding us to “call now before supplies run 
out” or to “keep calling” since their operators are likely to be busy taking the calls of 
other customers. Regardless of the actual value of an object or service, consumers are 
often motivated or influenced by the notion that if they do not act quickly they will 
miss an opportunity that will not return. This strong psychological response is 
governed by two factors. People learn, through experience, that those items that are 
difficult to obtain are usually valuable or worthwhile. Therefore it is tempting to use 
the availability or scarcity of an object or service as a shortcut for value.  
The other factor involves a principle called psychological reactance theory. It 
states that people react to the loss of something by placing even greater value on it. 
Loss of freedom of choice is a powerful motivator. A further factor to take into 
account is that the more recently an item or service is lost, the more highly valued it 
is. A good example of this is the strategy perfected by Walt Disney Studios of 
periodically re-releasing a new “digitally enhanced” version of an old animated 
favorite such as Peter Pan only to warn consumers that they should buy it now before 
it goes “back into the vault.”11 Lastly, Cialdini tells us that people are more attracted 
                                                     
 
 
11 “The "Disney Vault" is the term used by Walt Disney Studios Home Entertainment for its policy of 
putting home video releases of the Studios’ animated features on moratorium. Each Disney film is available for 
purchase for a limited time, after which it is put "in the vault" and not made available in stores for several years 
until it is once again released.” (http://en.wikipedia.org/wiki/Disney_Vault) 
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to scarce opportunities when the situation is a competitive one – as in the case of 
bidding auctions (Cialdini, 2009). 
 
Discussion 
Within this study, Cialdini’s Scarcity principle proved to be the most difficult 
both to describe and to observe in play. It was almost impossible for the researcher to 
steer the discussion away from the more commonly accepted usage of the term 
“Scarcity” to the influence tactic as described by social psychologists. The fact that 
the university was struggling mightily with a period of scarce funding made it 
difficult to avoid the topic at all. Even within the results of the coding, the researcher 
is reasonably certain that many of the instances to which the code “Scarcity” was 
applied occurred within the context of economic scarcity not psychological scarcity.  
Both of the library deans agreed that the scarcity principle should never be 
used as a negative incentive. They understood that any threats of cutting library 
services as a response to university budget cuts would work against the library’s 
cause. Ultimately, the average student, staffer or faculty member does not have all of 
the information on how cuts are made, why they are necessary or how they may 
impact services. Ben recalled a town hall meeting at which the provost never 
mentioned the library. When an audience member concerned with budget cuts 
complained that the library was going to have to stop buying books, the provost 
became very defensive. Ben concluded that, “Things like this can really backfire. 
This kind of hardball politics does not work well in the long run.”  In his attempt to 
grapple with the concept, Joe decided that the scarcity principle might be put to 
better use as a positive incentive. He felt that he was successful in obtaining the 
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funding for the space plan by making the case that improving the library’s use of 
space will benefit the entire community.  
The way I’ve been dealing with it, and that really is related to, say, the space 
plan, making a case for the space plan, is that we touch everybody. So yes, it 
is scarcity, but the argument for the library, for maintaining the library, is it 
affects everybody, and I really do believe that. And it affects everybody in 
terms of student’s education here, but also just as a symbol of the university 
and what we stand for and our mission and intellectual freedom and 
intellectual activities. So that’s the case I make that we need for whatever we 
don’t have [CDL-5313]. 
 
 
Joe believes that this has been a difficult realization for the librarians in 
particular. They continue to trust that the library holds a special and protected place 
at the heart of the university. When funding is reduced or denied, they are shocked, 
“How can they do that? It’s the library.”  Yet Joe understands that his colleagues at 
the dean level need their scarce resources just as much as the library. “Can I argue 
that we need a very expensive database over a science lab? Science labs are 
expensive. You know, they need a science lab there too. So I think sometimes that’s 
hard for the librarians to see. Yes, we are important, but we may not necessarily be 
the highest priority at any given moment.” [CDL-5313] 
Joe discussed the fact that cuts to the library budget tend to go unremarked 
unless they involve cuts to the collections. Any communication between the library 
and the teaching faculty about reductions occur only in the context of collections. 
Both Joe and his predecessor have done everything possible to limit the impact of 
budget reductions to library services. 
Right. I think collections is the tangible one, you know? Because that’s what 
we’ve cut the most of. But yes, if you cut service hours, which we’ve never 
done, never done. We’ve cut staffing at the reference desk, for example, so 
maybe the reference desk isn’t staffed as much. And I think we’ve done very 
little of that. We’ve closed the second floor desk, so we consolidated 
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reference services. And again, that was also -- I mean, people bought into it. 
We kind of eased into it and there was a discussion with the faculty and they 
understand. […] The only thing we really discuss with the faculty outside the 
library in terms of that is really collections. You know, we don’t really have a 
discussion with them about the service desks or anything in the back [CDL-
5313]. 
 
During his interview, the provost was asked if an argument could be made by 
the library that their services are unique within the university community and that 
therefore they should be supported at a higher level. While the provost responded 
that he did not think that argument could be made effectively, he did affirm that “you 
don't starve the library for the sake of other programs. If you believe that it's a 
learning center and that it is the vessel through which most students traverse on this 
campus more than any other singular building on the campus, then how do you not 
make that a priority?” The difficulty for him lay in the relative merits of disparate 
yet equally crucial things such as the funding of additional faculty lines versus 
building the library collection. Throughout the course of this study, the provost made 
it clear to the researcher that he did not fully buy into this “culture of scarcity” 
argument. He felt that the current level of funding was sufficient to cover the 
division’s needs but that it had to be managed more effectively. Still, he knew that he 
was fighting against a pervasive perception of scarcity.  “I think people feel that we 
don't have enough money. So, for example, I finally drilled down into what our 
contribution to the cash reserve was. So, for example, there was a million dollars in 
instructional money -- commodities, personnel that simply was not used. There was 
$59 thousand in travel money that wasn't used. Right?”[PC-101813].  Charles made 
it clear at several meetings of the deans’ council that this would not be allowed to 
continue. He promised to hold the deans accountable for the judicious and timely 
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expenditure of all of their allocated funds. Any funds left unspent for too long would 
be scooped back into the division’s budget and reallocated as needed. 
 When asked if he had had to deal with complaints about reductions to the 
library’s budget from either students or faculty, the provost recalled a situation at a 
previous university in which a student group did complain about a reduction in 
database subscriptions. Although the databases in question were actually heavily 
used and a key resource for many departments, the university was going through an 
8% reduction in budget. 
So I took it to the deans and said if you all want to carve out the money for 
this, I'm not gonna stop you. But I don't have an additional $40,000 to give 
the library. So where are we going to get it? So if we really believe that it's a 
priority and we want to honor this request, how are we going to do it? And if 
we can’t honor the request, then what is the communication around that? 
[PC-101813]. 
 
He spoke of times when the faculty have used the threat of accreditation 
standards to advocate for additional funding. The provost dismisses what he thinks of 
as the “Sacred Cows” defense observing that many of the subscriptions or databases 
the faculty were lamenting were not well used. “So then you have to sort of ask them, 
well, you know, you say you need it, but no one’s used it. So do you really need it? 
They just like knowing it’s there.”  The accreditation argument carries little weight 
for the provost.  His understanding of the standard is that the agency requires the 
library to provide “appropriate resources” without naming specific sources.  What 
does appropriate mean? He believes that standard may be defined internally. “So I 
think when I hear, it’s basically around a cut and it’s around -- and nine times out of 
ten, it’s around what I would call a sacred cow. We’ve always had it. We don’t use it, 
but we’ve always had it.” The provost is more open to arguments in favor of heavily 
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used resources but even then is likely to shift the burden for supporting those to the 
academic deans. 
During the second interview with the vice provost, Mary was asked if she 
was aware of any publicity campaigns by the library marketing their services. She 
replied that she could not remember anything like that. She did say that in the time 
that she has been at Urban State she has noticed a tremendous improvement in the 
level of service. She thinks that the outreach was happening more on the personal 
level -- library liaisons going directly to the academic departments to offer their 
services. She describes the library as beloved on campus and as its own entity, 
"above the fray." In her observations, people have an expectation that the library is 
here to serve everybody and that they will do it well. Furthermore, in her estimation, 
the library has been able to work out any thorny issues on its own. All of this, Mary 
believes, serves the library better than any scarcity based attempt to advocate: "There 
are other ways to do it other than a big campaign" [VP-9413]. 
Ben agrees with her.  He believes that any scarcity based appeals might have 
the unexpected result that decision makers will find other ways to provide the 
essential services as they see fit, taking the control out of the hands of the library 
dean. He, like the other interviewees, saw scarcity as a negative campaign premise 
and as hardball politics [RDL-5113]. 
 The interview with the president resulted in the least satisfying answers with 
regards to the scarcity principle. The researcher worries that she had not done an 
adequate job of fully explaining it or perhaps of not asking the right questions (even 
though she used the same interview protocol with each decision maker).  To make 
matters worse, the interview had run over time and the president’s attention had 
begun to fade. As a consequence of being last in the list of interview questions, 
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perhaps the principle received less concentrated attention than the others. The 
following in an excerpt from the interview transcript to illustrate how badly this 
conversation foundered: 
Interviewee: No, I was trying to make an analogy but all I can think of is 
not having enough computers and feeling desperate, but that's not really what 
you are saying. 
Interviewer: No it's more like, “Is there a sense that the library is a slowly 
dying institution?” 
Interviewee: I'm kind of reminded that when things become obsolete they 
become art forms. I can't quite match up to that one [PS-112613]. 
 
Summary 
 The researcher found the Cialdini principle of Scarcity to be the most difficult 
to apply to a university setting -- in part because the term “scarcity’ has become so 
loaded with significance during the economic crisis. Scarcity as inadequate levels of 
funding loomed so large as a concept that it overwhelmed any finer discussion of the 
principle. Both of the library deans and the vice provost were unwavering in their 
belief that the use of scarcity as a tool of influence would be seen as a negative tactic. 
They used the term “hardball politics” to describe it and they were very aware of 
how that could have unintended consequences.  
 The discussion of scarcity also become somewhat mired in discussions about 
the library as having a protected symbolic value within the university.  Participants 
wavered between saying that the library was indeed a special place holding symbolic 
value and observing that, in the current economic reality, the library must be viewed 
in tandem with the other academic departments. Even the deans of the library were 
unwilling to place their needs above those of the colleges. The provost was unwilling 
to allocate special funds to the library to save it from massive cuts to the collection 
and preferred to put the matter before the academic deans.  The provost was also 
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skeptical of any arguments made by the faculty with respect to “sacred cows” or 
goods and services that they have always had even if they had not made much use of 
them. Charles felt that scarcity was more of a perception than a reality at Urban State 
and that his challenge was to prepare the deans to better manage their budgets in 
order to meet their existing needs.  
 
4.4.8 Section Summary 
 In the preceding section, the researcher presented the findings from her data 
set related to the six Cialdini principles of influence and persuasion. Each of the 
themes was reviewed and introduced. The six themes of Liking, Reciprocity, 
Commitment & Consistency, Social Proof, Scarcity and Authority were discussed 
individually and illustrated by selections of quotes from the interview transcripts or 
descriptions from the field notes.  
 Some of the major findings discussed were the prevalence of Liking and 
Reciprocity as tools of influence on campus followed by Social Proof and Authority. 
These four appear to be the most in evidence during decision making activities. 
Although Commitment & Consistency and Scarcity were also present, they occurred 
at a much lower level. Scarcity, in particular, was difficult to isolate.  
  
4.5 Non-Cialdini Themes 
4.5.1 Introduction 
 In the course of fourteen months of participant observation and embedment, 
the researcher was able to identify several themes which occurred with substantial 
frequency at the study site. These were themes which could be viewed as universal 
themes which would occur at any similar study site.  They were identified primarily 
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through the coding process. Of these, four stand out for their impact as well as how 
closely they tie into the Cialdini principles of influence and persuasion. They are: 
Relationships, Socializing, Negotiation and Communication. One of the capacities of 
the Atlas.ti coding software is the ability to search for the co-occurrence of super 
code families. The bullet points below show the highest levels of co-occurrence 
among code families. 
 Reciprocity & Negotiations -- 32  
 Liking & Relationships -- 30  
 Reciprocity & Relationships -- 27  
 Liking & Reciprocity -- 19 
 Social Proof & Authority -- 13 
 Liking & Authority -- 12 
 Reciprocity & Communication -- 10 
 
What this indicates is that those portions of the interview text or the field journal 
which were coded as “reciprocity,” for example, would frequently be coded for 
“relationships” as well. The data thus shows that Reciprocity is heavily linked with 
negotiations, relationships and communication. Liking is convincingly associated in 
the data with relationships, authority and reciprocity.  The following section will 
discuss and describe these themes. While the quotations and field note excerpts used 
below are mostly taken from the field journal, some are found in the interview 
transcripts. 
 
4.5.2 Relationships 
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It has been well documented in the library literature that the establishment 
and maintenance of excellent, supportive and collaborative relationships among key 
players in the budget process is fundamental.  Zanoni & Mandernack (2010) in their 
chapter on “Library Advocacy in the Campus Environment” wrote about the 
importance of forging campus partnerships at every level from the administration to 
the students:  
The best partnerships are those in which the participants understand each 
other from their own individual perspectives and work with the strengths of 
the partners and capitalize on their skills. The key is to continue the dialog 
with these units and to maintain an interest in the common issues and 
initiatives that have been established (p.99).  
 
Carla Stoffle (1993) also wrote at length about the need to court allies. She 
encourages library deans to seek advice from their peers as well as key 
administrators especially those with a past record of successful budget requests. By 
learning from these colleagues about successful strategies, key words and concepts to 
employ, and university priorities to reference, a library dean can hope to influence a 
budget decision maker. 
They also can identify individuals with whom you can talk to build support 
and understanding prior to the final submission of the budget proposal. 
Making academic deans aware of the library's needs and goals by soliciting 
their advice will help build a base of support that can make the difference in 
the final budget outcome -- even if they are not part of the formal decision-
making group. Presidents, vice-presidents and provosts interact frequently 
with deans and solicit their advice and opinions in myriad formal and 
informal settings" (Stoffle, 1993, p. 10). 
 
 
Ben, the retired dean of the library, could not emphasize enough the 
importance of a strong relationship between the dean of the library and the provost. 
Furthermore, he stressed the need to engage the provost as an advocate for any new 
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initiative and the inadvisability of ever going behind the provost’s back and reaching 
out to another vice president. 
Well, I think if you weren’t in line with the provost’s priorities, so you 
wanted to go to the VP for Finance and say, “Look, our project needs to be at 
the top of the list. It’s way more important than this new El Colegio campus 
we’re working on, or planning for the College of Ed building,” and it doesn’t 
match the provost’s priorities, you know, you’re out there where I wouldn’t 
want to be. So you need to make sure they’re on board with an agenda you’re 
pushing. And you need them pushing it almost more than you [RDL-5113]. 
 
In this response Ben is making it clear that the dean of the library should never ever 
do an end-run around the provost or in any way be seen as a rogue element. If the 
dean has an agenda, he/she has to first engage the provost as an advocate and work 
through that office. 
 The researcher spoke at length with Ben and other administrators about the 
importance of a major bonding experience to reinforce relationships among the 
administrators. Earlier in this chapter the impact of the contentious, three-year-long 
contract negotiation on participating administrators has been discussed. All who were 
involved or even observed it from a distance testified that the administrators who 
served on that negotiation team emerged from the experience as a solid and unified 
cohort. Ben was one of them and so was Mary, the vice provost. 
 Mary, in both her interviews, emphasized the fact that she enjoys excellent 
working relationships with both Ben and Joe. She describes this in terms of liking 
and respect as opposed to friendship and reminds the researcher that personal 
relationships in the workplace can be complicated and lead to bad situations. At this 
point in the interview she took the time to recount an instance of personal betrayal 
which still haunts her twenty-five years after the fact. Mary goes on to say that her 
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job is to find a way to work collegially with even those people with whom she has a 
difficult relationship. 
So my job is to like everybody. That is part of my job. And if I don’t like 
them, I have to find […] with the [faculty union] chapter president, whose 
buttons I push by breathing, I had to find a way to like her. I had to find a 
way to like her in order to work with her. I needed to find things that I like 
and respect about them. And I was able to do that [VP-6413]. 
 
Mary believes that this need to find points of connection on a human level is crucial 
not just for administrators but for the deans as peers.  
 Joe has been the beneficiary of all of the organizational endeavors of his 
predecessor, Ben. This includes the change in title from University Librarian to Dean 
of Library. The deanship places Joe and thus the library in direct competition with all 
of the academic deans. This coveted seat at the table has served to remove any 
symbolic or protected status for the library from the budget equation and re-frame it 
as one unit among equals. In one of the earliest interviews with the current dean, Joe 
discussed the differences and similarities between the library and the academic 
colleges. Where the academic deans oversee multiple departments, the library is 
really one large department with only one associate level position acting as a 
department chair. He points out also that although the dean of the library does not 
have direct responsibility for matters such as course scheduling and enrollment 
management, they do have a role in supporting those efforts.  
And we do support all the colleges, all departments. We try to be as equal as 
possible based on the money we have and the size of department and the 
number of students and all that. But really it’s everybody’s the same across 
campus for us. So the funding is a little bit different, and there are -- I’m at 
the table, but I have found in the last year that we still need work to make the 
provost know that what we do, the amount of money we need, and not to 
forget us [CDL-5313]. 
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As one among equals, then, the library is drawn into whatever internecine 
battles break out on campus instead of remaining “above the fray” as Mary once 
described it. It is no secret on campus that the dean of the College of Education 
(CoE) and the dean of the College of Arts and Sciences (CAS) are fierce rivals. At a 
Deans’ Council meeting in late October 2013, the provost made open reference to 
this situation stating that there is a “war brewing” between the two. What was 
surprising was that both the vice provost and the interim dean of the College of 
Business (CoB) immediately chimed in with "and College of Business!" It is a very 
unhealthy situation in any organization when the department chairs and deans are in 
constant conflict. At the time of writing, the dean of the library enjoyed close 
working relations with Lucy, the dean of CoE, seeing her as a mentor and confidante. 
He had no relationship with Alice, the dean of CAS and only a very tenuous 
relationship with Paul, the interim dean of CoB. Lucy has already attempted to 
negatively impact Joe’s relationship with Paul by saying on multiple occasions that 
she didn’t trust him. This came as a surprise to Joe who had not noted any reasons 
for doubt.  As a relatively new dean, Joe was still feeling his way and trying to find 
his proper place within this social structure. In the field notes, halfway through the 
embedment period, the researcher worried that Joe was placing too much trust on one 
very vocal and divisive colleague [FJ-101513]. 
 Early in the new year, Lucy’s distrust of Paul proved well-founded. In 
February of 2014, Paul approached Joe in a hallway and surreptitiously offered to 
give him some money from his own budget for an expensive database subscription. 
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"Because I don't want to give it back to the provost. I'll give it to you to 
prepayCRSP12. About $15,000 for next year. But I don't want the provost to 
know."  Joe had an immediate negative reaction both to the manner of the approach 
and the spirit of the proposal. Ben had taught Joe never to do an end-run around the 
provost and never, ever to hide money in this way. "No, no way!" As Joe explained it 
to the researcher, it wasn’t even a practical offer in that it isn't a simple matter to 
prepay a database subscription. The CRSP subscription had already been paid for at 
this point in the year and could not be prepaid for the next year.  Joe was very 
uncomfortable with the idea of hiding money from the provost and said that he didn't 
need that kind of problem. A couple of days later, at a College of Business function 
Joe ran into Paul. Joe was friendly towards him, thanked him for the offer and told 
him that it wasn't possible to prepay CRSP. He kept it simple [FJ-22114]. 
 The early days of the current field work coincided with the early days of 
Joe’s deanship. In his first interview, the library dean described himself as not having 
a personal agenda and not being overly demanding. “I am totally into if the provost 
asks for this, if I don’t agree with it, I will say so, but ultimately he’s my boss. I will 
do it and I will do it with no sort of residual resentment about it. So I do it and I do it 
on time, I do it the best I can” [CDL-5313]. 
                                                     
 
 
12 “The Center for Research in Security Prices (CRSP) is a provider of historical stock market data. The Center 
is a part of the Booth School of Business at the University of Chicago.” 
http://en.wikipedia.org/wiki/Center_for_Research_in_Security_Prices 
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When asked about relationships among the deans, Joe replied that they have 
been fairly collegial and that there is a sense of reciprocation at work. He has at times 
given up a share of a faculty line when he didn't need it in order to gain political 
capital with a fellow dean, but others have done the same for him. Up until now he 
has not had a bad experience at this bartering system. He also feels that it looks good 
to the VPs to be seen as a "team player" [FJ-42514.] What Joe is expressing here is 
that in order to maintain a good working relationship with his peers, he has to be seen 
as willing to sacrifice for the good of the cause and not as self-interested. All of these 
observations are well in line with Cialdini’s Liking principle as well as his 
Reciprocity principle. Within the findings of this study these two principles are 
inextricably linked and strongly associated with “relationships.” 
 Even with the best of intentions, though, Joe was caught off guard at a one-
on-one meeting with the provost which the researcher observed. This was a regularly 
scheduled weekly meeting without a particular agenda. When the provost asked Joe 
what was happening in the library, he brought up an ongoing personnel matter which 
had been developing for a few weeks. A certain staffer was unhappy with her job, her 
boss, and her future prospects and had taken to complaining about it. She had gone 
so far as to request meetings with the provost and the union representative as well as 
human resources. When asked by the provost how he was handling the situation, the 
dean did not do an impressive job of presenting his case. His defense was full of 
hems and haws and imprecise language. He gave the impression that he had not 
taken personal responsibility for this but allowed the associate dean and the 
department head handle it. This proved to be a mistake. The Provost, in a no-
nonsense manner, instructed Joe to get more involved and to follow through with any 
steps recommended by the people in HR. There were some unspoken undercurrents 
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to this conversation, and the researcher wondered if this was not the first time it had 
come up. Upon further investigation, the researcher found out that Joe had 
complained to the provost that he was not getting enough assistance from HR. The 
provost had spoken with HR and they informed him that they had in fact advised Joe 
on how to proceed but hadn't seen any evidence of steps taken. Joe finally recognized 
that he was being taken to task and stopped talking.  He listened respectfully and 
nodded in agreement, occasionally saying "Yes, I'll do that."  After this dressing 
down, the provost moved along to other matters and the atmosphere in the room 
lightened. For the remainder of the meeting the two men spoke comfortably with 
each other [FJ-121913]. 
Over the course of the embedment, the researcher was able to observe a few 
occasions in which the provost somehow forgot to either include the library in an 
important decision or to allocate to it a share of available funds. When asked how he 
interpreted these lapses, Joe most often replied “I don’t know!” He describes himself 
as a trusting guy who doesn’t want to think that the provost has malicious intentions. 
He prefers to think that the provost is simply trying to encourage the deans to work 
things out amongst themselves. The problem is that this tactic puts Joe and the 
library in a subordinate position, asking for handouts. "Right, and this isn't the first 
time, it happened last year. It happens every once in a while. I don't know why I'm 
not going there but I'm not."  Joe went on to say that Lucy, the dean of CoE, is more 
openly skeptical of the provost's motives than he is. It seems as if Joe has allowed 
Lucy to take on the combative role of skeptic, therefore relieving himself of the 
necessity [FJ-4414]. The researcher’s own interpretation of this matter is that the 
provost had reasons of his own (whether good or ill-intended) to purposefully omit 
the library in his calculations. This observation is based on the fact that it occurred 
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multiple times during the embedment period as noted in the field journal. Regardless 
of any influence tactics at play, in these early days of his tenure, the provost was 
looking for ways to test his deans. Unfortunately, it came at the expense of the 
library. 
Throughout the period of observation, Joe maintained good relations with the 
provost. There were, in fact, times when he voiced concern over the provost’s 
welfare and state of mind. As relations with the faculty and the faculty union 
representative deteriorated, Joe worried about the effect this was having on the 
provost personally and on the university community [FJ-11714]. 
 With respect to the relationship between the dean of the library and the other 
vice presidents, the researcher observed many friendly interactions. Joe is well-
known and well-regarded by all of the university’s vice presidents. Even so, he 
demonstrated a respectful distance when dealing with any funding issues outside of 
his own division. When asked if he would be approaching the VP for Development 
on the issue of a capital campaign for the library space plan, Joe answered: 
I'm going to wait and let the provost take this lead. I'm gonna leave it with the 
provost, that's what I'm going to do. And I know what he's going to tell me, 
that we're not ready to do that yet, it's not an option at this point. So, I know 
that's what he'll say.  
 
Joe’s concern was that it hadn't even been brought up as an option yet. Joe suspected 
that the library space plan project ranked fairly low for the provost as a priority 
within the division.  
I think he ranks it low. Because, there are other problems that the faculty are 
raising around enrollment and other stuff that he's concentrating on and the 
faculty are concentrating on. Nobody is saying "Hey, we gotta fix the library 
up." It would be a higher priority. The only one saying it's a high priority is 
me [FJ-101013.] 
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 Joe had positive feelings about his relationship with James, the VP for 
Finance. They have socialized together on occasion. He appreciated the fact that 
James has not been overly dismissive about the prospects of raising funds for the 
library renovation. It was his idea to raise the academic enhancement fee from $11 
per student per year to $16. He calculated that this would generate approximately 
$1.5 million per year for the library. Yet, even that avenue forces the library to wait 
its turn after the new El Colegio campus (financed through the issuance of debt) and 
the new College of Education building (financed by the state’s Capital Development 
Board grant) [FJ-91313]. 
Mary, the vice provost, put it most succinctly when she noted that a good 
dean ought to be a provost-in-waiting. What she means by this is that a good dean 
should be close enough to the provost to observe how he or she makes decisions, 
what his or her priorities are at any given time and how he or she communicates 
those priorities to the division. A provost-in-waiting watches the provost carefully in 
order to learn. She summed up her thoughts on the importance of maintaining 
excellent relationships in this manner: 
 
But they need to understand their college well. But they need to understand -- 
a good dean understands much more than that. A good dean should be a 
provost-in-waiting in some ways, trying to learn more than just their college, 
I think. I think they can do better things and they can get more when you have 
that kind of understanding. And you’re talking with a provost or a CFO, you 
know how to ask for things, you know how to make things important. You 
can advocate better for your college if you know how your provost and your 
president and your CFO are thinking. So I think that’s really important. You 
need to understand a budget. You need to know how to say no without 
pissing people off. [VP-6413] 
 
The theme of Relationships which emerged in the data set ties in closely to 
the Cialdini principles of Liking and Reciprocity. The coding results show that 
  
 
Funding the Academic Library Page 189 
 
Relationships, as a family of codes, co-occurred 30 times with Liking and 27 times 
with Reciprocity. The researcher interprets the prevalence of this theme and its high 
incidence of co-occurrences as strongly supporting the Cialdini theory of influence 
and persuasion.  
 
4.5.3 Socializing 
 One of the more note-worthy themes that arose from the findings was that of 
the importance of both on-campus and off-campus social events as a bonding 
activity. This is a phenomenon largely ignored by the scholarly literature yet 
somehow a matter of common sense. If relationships with key administrators are 
crucial to establish and maintain, then socializing with these individuals is one 
avenue that must be explored. 
The researcher’s first experience of this came early in the field work. She 
went along with the dean and the associate dean of the library to an open house event 
in the Academic Affairs division. The office staff had spread out a feast of crudités, 
small sandwiches, fruit trays, cheese trays, cookies, etc. in the reception area. In the 
staff break room towards the back, Ben, the retired library dean, was genially staffing 
the wine bar, seeming very much at ease in these offices. Both the provost and the 
vice provost were up front greeting arrivals. These monthly events are very well 
attended and attract administrators, faculty and civil service staff. They are an 
excellent opportunity to mingle and be seen. Joe never misses an open house and also 
looks very comfortable chatting with all attendees. He is usually among the last to 
leave. He is also very diligent about attending as many on campus events as he can, 
mostly for the sake of being seen as supportive of those departments hosting the 
events. 
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Joe himself is a natural entertainer and is happy to invite people over to his 
home for drinks and dinner. Everyone from university administrators to fellow deans 
to faculty members and library staff have enjoyed his hospitality. It is important to 
note that Joe’s main hobby is making cocktails (as an art form). He is interested in 
the history of cocktails, the craft of cocktails and the imbibing of cocktails. He plans 
vacations around trips to noteworthy bars. Social relationships, for Joe, are often 
centered on alcohol-based social events.  
I think they’re crucial. And I’ll tell you, not just for administrators, but Brian 
and I try to do that for the faculty as well. So I’ve had faculty over to my 
house for dinner and for drinks and whatever. […] It’s just establishing a 
relationship. You know, I am very comfortable – Sean [from IT] has been 
over to my house. I’m very comfortable calling Sean. I just called him, I said, 
“Sean, I don’t know if it’s you, but can you do this for me?” And he will do it 
or facilitate it. So I think all those relationships, social relationships are very 
important for me. I don’t like it when people just say, “I just go home and 
don’t want to think about this place” [FJ-5313; CDL-5313]. 
 
 Socializing can also take place off-campus at bars, lounges and restaurants. 
Several administrators mentioned one particular neighborhood lounge that they 
frequent as a group for informal events or celebratory ones such as retirement parties. 
When asked, Joe can enumerate and name the colleagues who are most likely to 
attend these occasions. There are other colleagues who do not attend, such as the 
dean of the College of Arts & Sciences. There was one specific event which took 
place after a weeklong off-campus development session for all administrators. Joe 
referred to this as “fund raising school.” It was held at a downtown venue. A large 
group got together nightly for drinks at a nearby bar.  In retelling the experience, Joe 
made distinctions between the people that hung around and had several rounds and 
the people that didn't drink or left early. Both Joe and the provost were among the 
former. Even the vice provost who lives out of state and had a long commute home, 
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stayed for some time.  He felt it was an excellent opportunity to solidify early bonds 
with the provost [FJ-82613]. 
In the field notes, there are many instances of the dean of library addressing 
an ongoing issue by inviting the other person involved for drinks off campus. When a 
young library faculty member had to fire a staff person for the first time, Joe showed 
his support and appreciation with drinks at his house [FJ-12513].  Concerned about 
the contractual implications of going to a four-day summer schedule, Joe took the 
university’s contract administrator out for drinks to discuss the issues [FJ-92413]. 
After a successful albeit stressful art show hosted by the library, Joe invited the 
provost and his partner out for dinner and drinks. This particular show had been 
brought to campus by the provost and featured various ballet costumes. Joe had taken 
over the installation of the displays in the library’s gallery space and had spent 
several days and nights working on it. This social outing came at a time when the 
provost was under fire from the faculty union and Joe saw the dinner as a way of 
showing his support [FJ-42214]. Joe has drinks with Lucy, the dean of the CoE on a 
regular basis. Among his colleagues, Joe has the closest relationship with Lucy. In 
collaboration with the staff of the development office who are interested in starting a 
Friends of the Library group, Joe has offered to host a cocktail party for alumni with 
a library connection [CDL-5313]. These are just a few of the examples observed 
over the course of the study in which Joe turned to alcohol-based social events to 
cement relationships and solve problems. 
 Within the context of this study, the researcher finds that the theme of 
socializing emerged as a significant pattern that supports the Cialdini findings, 
especially that of Liking. Although not as high-occurring as other code families, the 
researcher interprets those instances that did occur as noteworthy and a possible topic 
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for further research.  A database search on Library, Information Science & 
Technology Abstracts (LISTA) and Library Literature and Information Science 
(Wilson) for keywords combinations such as “library administrators,” “alcohol,” 
“social aspects of business,” and “social skills,” etc. came up with no results. Clearly 
the topic of the use of alcohol as social lubricant and influence tool has not been 
broached by the library profession. Yet searches in business related databases such as 
Business Abstracts (Wilson) for terms such as “organizational culture” and “alcohol” 
reveal many articles on the topic.  
 
4.5.4 Negotiation and Communication 
 As a code family, Negotiation co-occurs most frequently with the Cialdini 
principle of Reciprocity. This family encompasses 24 negotiation-related codes. 
Negotiation and all of its related activities is strongly present in academia. 
Communication also emerged as a strong theme within the data set for this study. 
There were 139 instances of communication related codes and 10 instances of co-
occurrence with the Cialdini theme of Reciprocity. The researcher sees these two 
themes of negotiation and communication as highly interrelated and will present 
these findings together. 
Birdsall (1995), in writing about the politics of schools, comments on the 
importance of negotiation to organizational decision making: 
Many organization theorists believe that an organization's decisions represent 
the outcomes of an on-going contest for control and influence within the 
organization. When organizations are viewed as coalitions of people and 
groups that have diverse interests and goals, decision making takes place in 
an environment characterized by bargaining, negotiation and jockeying for 
position. Rather than being outside the system and a threat to the 
organization, politics, in this perspective, is a dynamic component of the 
system and a prime determinant of its rationality (Birdsall, 1995, p.427). 
 
 
  
 
Funding the Academic Library Page 193 
 
Blake Gonzalez (2011) discusses the difficulty of deciding on an 
appropriation for the library’s operating budget, especially in light of competition for 
ever dwindling resources. Should the library be treated as a separate and protected 
entity or should it be made to compete for resources along with its sister units within 
the academic affairs division?  
The university cannot sustain accreditation without the library so deciding on 
how to pay for the library among good and service receivers is difficult. 
Should all academic units pay the same for library access? Quantifying 
exactly how much money should be appropriated to the library from the 
university’s educational and general (E&G) expenditures fund is 
complicated. With increased competition for institutional resources on 
campus, funding decisions are often characterized by rational attempts to 
justify library needs and political negotiations on where funds should be spent 
(p. 6). 
 
Urban State University is a perfect example of the above scenario. Where once the 
library and its University Librarian received preferential treatment during times of 
abundant resources, that service center is now in competition with all of the 
academic departments on campus. It has become increasingly difficult to persuade 
the academic deans of their responsibility for supporting this central service. 
Ben, the retired dean of the library, does acknowledge the importance of good 
communication and negotiation at the dean level, always bringing it back to the need 
to be seen as a responsible team player. “Well I think it’s accountability and 
responsibility, right? I mean, you know, and I think there’s some negotiation in that 
A, B, C, and D, right. If they may want to only give me A and B, but I may want C 
and D, but we might agree on just A, B, and C” [RDL-5113]. 
Ben recalled going through budget reductions with a former provost and how 
he had to learn how to frame his requests in the most strategic manner. How you 
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present information is a crucial component of the request. In this excerpt he is talking 
about the process of negotiating over faculty lines that have been vacated: 
And you have to say, you know, how that fits into your program plan. Are 
you growing? So you’ve got to defend it. You have to have your credibility. 
And at times, you have to give someone back and say, “You know, we aren’t 
going to fight for that, but I really need this.” And our last provost was -- and 
I think he appreciated the fact that I didn’t play games with him, but if you 
said, “I’ve got these two openings,” he’d always say, “Well, you can have 
one” [RDL-5113]. 
Over the years, Ben had learned never to offer up an item which he was not fully 
prepared to lose and to position his request so that the option he wanted the provost 
to choose was presented as the middle ground. This was something that Joe, the new 
dean, had to learn on his own, the hard way.  
 When Joe approached the critical budget defense meeting for fiscal year 
2013-2014, he came prepared with four budget reduction scenarios, as requested. 
Two for Plan A (-4.5%) and two for Plan B (-4.26%). In each case, one version 
included the elimination of the vacant associate university librarian (AUL) position 
and conserved the equipment and contractual services lines, the other did not include 
the elimination of the AUL position and so the equipment and contractual services 
lines were both targeted for reductions. In all scenarios he was giving up a .5 full-
time equivalent (FTE) professional position and several student positions totaling 
about $63K. After some discussion, the provost suddenly announced that he was 
choosing Plan B2 temporarily "until I have all of my ducks in a row." Plan B2 was 
the 4.26% reduction without the elimination of the AUL position, impacting mostly 
the contractual services and equipment lines (books, serials and databases). At this 
point, Joe asked the provost why he had chosen B2 over A2, which actually cut more 
deeply. He reasoned that the library faculty supported Plan A over Plan B. When the 
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provost realized that this meant a difference of $7,000 to his benefit, he was very 
pleased: "Great! Thank you! That will help us bail out Arts & Sciences" [FJ-6313]. 
 The provost agrees with Ben that negotiation among the deans is a crucial 
element of the budget process. He places a great deal of emphasis on “finding the 
middle ground” in any negotiation. 
Right. Well, I mean, I think the outcomes have to be negotiated, right? I don’t 
think it can be a top down model where I say to the director, “you have to 
give me A, B, C, and D and, if you don’t, I’m not giving you money,” right? I 
think there has to be some negotiation because again that’s the relationship 
part of it, right? I always say, you know, “I’m at A, you’re at D, how do we 
get -- what’s the middle ground, right?” And I think that’s any sort of healthy 
or working relationship. There’s a middle ground, right? [PC-101813]. 
 
 Beyond negotiation, though, the provost places a high value on consensus or, 
at the very least, the appearance of consensus. At an off-campus retreat of the Dean’s 
Council in the fall of 2013, the provost led a discussion of cohesiveness within the 
division. He explained to the deans that he expected there to be differences of 
opinions on various topics but that his expectation was the deans would negotiate a 
satisfactory response to a situation and then move forward as a group. “But 
consensus doesn't mean that everyone is going to get their way. If I feel that a 
significant majority isn't agreeing with me, I always say "I can be talked down, from 
going down this road" [PC-101813]. 
 President Sophia also made direct references to negotiation during her 
interview. Her expectation is that the vice presidents and the deans always keep the 
university’s needs in mind even as they as represent their individual units. She is 
satisfied that, for the most part, that is working well. 
So their assignment from me is to think broadly on behalf of everyone, even 
as they represent their unit. So it does kind of work out. Very seldom do you 
have them fussing at each other behind closed doors where -- "You took my 
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nickel and I want it back and gave it to you instead!" That isn't part of who 
we are. That's not to say that there haven't been times when they've been 
frustrated with each other, not like one big happy family that never has a fuss. 
But the general standard is that we work together and we are transparent 
about the money. So if you got that nickel, then next time, gee could I have it 
because, you did get that. Could it be my turn? [PS-112613]. 
 
 
 During one particular meeting of the deans’ council, Lucy, the dean of the 
College of Education, discussed the need for reciprocity within the budget 
negotiations. She spoke in support of the process and cautioned that all members had 
to be seen as “giving something up” in order for any political credit to accrue. She 
went on to discuss the change in organizational culture that this attitude would 
necessitate. Whereas in the past there had not been a great deal of transparency 
around the budget process and decisions were made at the highest levels behind 
closed doors, now the deans and the faculty were being overwhelmed by information 
relating to the budget. In her opinion this led to anxiety on the part of the faculty. 
Paul, the dean of the College of Business, agreed with her about the new feelings of 
angst amongst the faculty, especially around the perception of disproportionate cuts. 
Lucy suggested that the deans, in particular had to move away from what she called 
the rhetoric of battle: “I fought for this and I got it for you" -- when speaking to the 
faculty. The whole team effort rhetoric has to take precedence” [FJ-53013].  Instead, 
Lucy suggested, it would be better for the division if a unified message were to 
emerge from the Deans' Council couched in the rhetoric of collaboration – “we made 
this decision.”  
 It is difficult to disentangle the themes of reciprocity, negotiation and 
communication as they are all intertwined. On the interpersonal level, Cialdini’s 
theories of persuasion can be seen at play as the deans learned not only how to 
cooperate with each other but also how to represent that cooperation to their areas. 
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“Shaping the message” became a frequent topic of discussion within academic affairs 
as the budget reductions were implemented.  
 
4.6 A Model of Social Influence in the University 
 The model offered below illustrates the influence patterns as observed 
throughout this study. It depicts the university as existing in a larger context defined 
by the national and local economies; the political environment of the state; the 
general and larger context of higher education as a field and the forces of demand as 
evidenced by demographic trends and student enrollment. All of these factors have 
an impact on decision making in the university. At the same time, these are factors 
over which the university administrators have little control. The study found that the 
Cialdini principles of Authority and Social Proof were most in evidence within this 
larger context of inter-institutional relationships. Administrators at Urban State freely 
admitted to speaking with fellow administrators at other universities and seeking 
their counsel; attending conferences in search of new ideas; and reading the 
professional literature in order to stay on top of trends. Administrators also spoke of 
the importance of participating in national and state-wide associations in order to 
represent the university and make new connections with peer institutions. The study 
also found evidence of the university’s efforts to influence the state government 
funding bodies through the use of a government relations expert and lobbyists as well 
as frequent visits by the president or board members to the state capital to speak with 
legislators and advocate on behalf of the university. All of this portrays a proactive 
seeking of influence and maintaining of advantageous relationships. 
Within the innermost circle, the model depicts the local university context 
and organizational culture with the Deans in the center of a pattern of influence and 
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communication. This central position forces the deans to serve as highly socialized 
mediators of culture and of communication. They must interpret culture in both 
directions between the executive/administrative echelon and the faculty/staff/student 
echelon. They must also excel at maintaining and fostering working relationships 
with both spheres. The Cialdini concepts of Liking, Reciprocity and Commitment & 
Consistency were most in evidence within the university context. These themes were 
further buttressed by the non-Cialdini themes of relationship management, 
socializing, communication and negotiation that arose in the findings. The study 
found that decisions supporting or not supporting library funding allocations were 
inextricably tied to the decision makers’ perception of the dean of the library. Did the 
dean “get it?” Was the dean seen as openly and consistently supporting the overall 
university mission? Did the dean have a credible reputation on campus as a 
competent manager and administrator? Did the dean work in a collegial and 
reciprocal manner with his peers? Could the dean successfully negotiate over scarce 
resources with his peers and the provost? Was the dean cooperative within the 
Academic Affairs division when it came time to prioritize requests from all of the 
departments? It would be impossible to put too much emphasis on the importance of 
socializing within the organizational culture of the study site. Lunches, cocktails after 
hours, attendance of departmental Open House events, and both group and private 
dinners all play an undeniable role at Urban State. Those who opt out of this social 
network find themselves marginalized within the institution and their units under 
supported. 
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Figure 12: A Model of Social Influence in the University 
 
4.7 Conclusion 
   
 Urban State University proved to be an incredibly rich and intricate study 
site. The combination of an administration in flux,  the new culture of economic 
scarcity and the implementation of a new budget planning process have all 
contributed to a fascinating window into the development of a university’s decision 
making processes and how it impacts the funding of the academic library on campus. 
In this chapter, the researcher began with a description of the organizational context 
by offering an in-depth description of the university. The chapter then offered a 
discussion of the appropriation process at the state level. As a publically funded state 
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university, it was important to understand the state-level context for Urban State 
University. 
 The researcher then described the old budget process at USU, which was 
primarily a historically based budget with only incremental changes made as needed 
by the provost. In this process, the dean and the provost would have a private 
conversation about the needs of the unit for the coming year and an agreement would 
be reached without the intervention of any other personnel. The new budget is also 
described in this chapter. As the newly hired provost settled into his new role, new 
procedures were implemented. During the year of embedment and observation, the 
researcher was able to monitor the struggle as the deans attempted to adapt with 
varying degrees of success. 
 From there, the chapter moved on to a description of the data collection 
process and the coding process. All of the above served set the stage for a discussion 
of the findings. Each of the Cialdini principles were taken in turn and an introduction 
provided. The discussion for each theme was strengthened and illustrated by the use 
of in vivo quotations from the interview transcripts and excerpts from the field 
journal.  
 The non-Cialdini themes which arose from the coding were also discussed. 
Four of these, in particular, were highlighted: relationships, socializing, negotiation 
and communication. The researcher presented her findings that these themes, 
although discussed independently of the Cialdini themes, were nevertheless 
intertwined with them and served to support Cialdini’s theory. Lastly, the researcher 
presented a model for social influence within the university. 
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Chapter 5: Ethnographic Field Report 
 5.1 Introduction 
 When speaking about ethnography as a research method it is important to 
distinguish between the ethnographic research techniques which comprise 
ethnographic work and the actual written document known as the ethnographic 
report. Fetterman (2010) writes that "Ethnography is about telling a credible, 
rigorous, and authentic story. Ethnography gives voice to people in their own local 
context, typically relying on verbatim quotations and a "thick" description of events. 
[…] The ethnographer is focused on the predictable, daily patterns of human thought 
and behavior. Ethnography is thus both a research method and a product, typically a 
written text" (p.1).  Beyond merely reporting on findings, then, the ethnographer is 
obliged to create an ethnographic report built on the detailed field notes he or she has 
kept throughout the study. These field notes, written as close to the actual occurrence 
of an event or conversation as practicable, become a record of those moments in the 
organization. In her own work, the present researcher would carry a notebook to all 
meetings in which she recorded thoughts, impressions and observations. Those notes 
were then transcribed into a digital file. During the transcription the researcher was 
able to supplement the initial observations either with knowledge acquired at another 
time or through member checking with other participants. This fuller, more detailed 
version of the notes, written on a daily basis eventually became the field journal. 
Humphreys & Watson (2009) discuss the process of writing up ethnographic 
research in this way: 
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What do we mean by saying that we see ethnography as writing? The answer 
to that question is that we think it is helpful to separate out the intensive 
fieldwork that ethnographers need to do from the written ethnographic 
account that follows from it. The ethnography is the account. Hence we are 
working here with a formal definition of ethnography as "a written account of 
the cultural life of a social group, organisation or community which may 
focus on a particular aspect of life in that setting” (p. 40). 
 
They go on to specify that real ethnography is characterized by what famed 
anthropologist Clifford Geertz called “thick description” and to propose that the real 
work of ethnography occurs in the process of writing.  It is in the process of writing 
the ethnographic field report that the researcher performs the act of analysis of all the 
data. Beyond giving facts and figures, the ethnographic report offers observations 
and interpretations supported by direct quotations and minute details. 
 Humphrey & Watson (2009), in the same study, propose a typography which 
situates ethnographic writing along a continuum, from plain description of what is 
observed by the ethnographer to highly fictionalized accounts which may engage in 
creative techniques such as melding together different characters from various study 
sites to create a representative ‘uber’ character. Along this continuum, the present 
researcher has opted for the ethnographic technique of “Enhanced Ethnography” 
which is only one step removed from that of “Plain Ethnography.” It is an accurate 
account of events occurring within the investigation of a single case which uses the 
presentational techniques of the novelist: descriptive scene-setting; the use of 
dialogues; the author as a character in the narrative; the inclusion of emotional 
responses by author and subjects; and attention to the perspectives and stories of 
subjects (p. 43). It is the inclusion of these emotional responses, snippets of dialogue 
and various perspectives which distinguish the ethnographic report from the body of 
the more formal dissertation document.  
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 The stories presented in this report represent only a small fraction of all of the 
observations which took place over a fourteen month period. These few were chosen, 
in part, because they represented a series of narrative arcs which were prevalent, 
powerful and, in the researcher’s opinion, emblematic. In short, they were chosen for 
their representative significance as well as for their intrinsic interest. It is difficult to 
separate one from the others as both the story lines and the characters are 
intertwined. The stories are presented here in roughly chronological order, although 
some minor adjustments were made in order to facilitate the reader’s understanding 
of the overall context. It is with all of this in mind that the researcher would like to 
offer her ethnographic report. 
 
 5.2 Urban State University 
 It’s nearing the end of the spring semester on a beautiful sunny day. Students 
are taking advantage of the warm weather and clear skies to hang out on the grassy 
quadrangle that links the various buildings on campus together. Narrow paved paths 
direct the pedestrian from the library diagonally across to the student union or from 
the administrative offices to the lecture hall or computing center. There’s an 
appealing plaza in front of the student union. A Buddha’s head sits slightly 
submerged on a small rise. A large black sculpture depicting two seated figures holds 
pride of place in the center. In the middle distance, one can see the many glass 
walkways which link the student union to some of the neighboring buildings. Each of 
these walkways serves to frame a pretty courtyard with green space, flowering trees 
and shrubs. Outdoor seating and picnic tables with umbrellas are scattered around in 
an inviting manner.  
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 This quintessential campus quad was intentionally created a few short years 
ago to foster a feeling of community and academic tradition on what used to be a 
gritty urban campus crisscrossed with traffic lanes and assorted black-top parking 
lots. Today it is a scene which Norman Rockwell would have relished. Boys 
throwing a football around. Girls sitting on a low wall watching the boys while 
pretending not to. It’s the all-American, modern day college campus featuring girls 
in typical urban street wear alongside of those in saris and hijab and boys in those 
ubiquitous baggy pants. A cacophony of languages can be heard as students chat 
with each other, into their cell phones or Bluetooth devices. Many have laptops open 
on their laps.  Every so often a large group of high school students, predominantly 
African-American and Hispanic, shuffles through with a tour guide at their head. 
They seem to be engaged in a treasure hunt which ensures that they hit all of the 
highlights on the campus tour. 
 Thursdays are busy days for the Academic Affairs division of Urban State 
University. The day usually begins with a meeting of the Provost’s Council -- that is 
the large group of all deans, directors and coordinators that report to the provost. 
Those meetings tend to have over twenty people in attendance and usually feature 
more of an announcement format than a discussion format. In other words, the 
provost uses these meetings to impart information. He is typically flanked by his vice 
provost, his assistant and his budget manager. Normally this meeting is held on 
alternate Thursdays with the smaller Deans’ Council meeting taking turns. On this 
Thursday, however, the meetings would be held back to back. 
 After the Provost’s Council wraps up, there is a short break while the room is 
reconfigured for the Deans’ Council. All non-deans take their leave and about eleven 
people remain. At these meetings, the provost sometimes goes into more detail on 
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announcements made earlier, he sometimes offers bits and pieces of confidential 
information and he solicits input from the deans. There is often more informal 
discussion at these meetings. At times a speaker is asked to make a presentation to 
the group. For example, the Director of Institutional Research may offer a report on 
enrollment figures and declared majors.  Typically, the meetings wrap up with a 
roundtable discussion of rumors heard on campus and whether or not they have a 
basis in fact -- “Rumor or Real” is always the final item on the meeting agenda. It is 
the provost’s way of keeping his ear to the ground and attempt to quash any wildly 
erroneous rumors among the faculty before they gain traction. 
Today the conversation at all of the day’s meetings centers on the budget for 
the incoming fiscal year. From the Provost’s Council, to the Deans’ Council to the 
specially scheduled budget workshop for the deans -- it’s all budget talk, all the time. 
The current fiscal year is drawing to a close and the new fiscal year budget must be 
agreed upon. There are several factors contributing to the tension, and even dread on 
the part of the participants. The first involves the news that has filtered out of the 
state capital concerning budget reductions for Higher Education. As a member of the 
state university system, Urban State is reliant on the governor and the legislature for 
its non-tuition based appropriations. As the legislative session drags on and rumors 
leak out about reductions or flat funding, everyone on campus avidly follows the 
news. The number being bandied about is 4.5% reductions to higher education.  
 The second factor is that the provost (an external hire who has only been in 
office for six months) is instituting a new budget allocation procedure for his 
division. Whereas in the past, unit heads would meet individually and privately with 
the provost to make mostly incremental changes to a historically based budget, he 
has made it clear that he wants a more dynamic process which allows him to question 
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historical allocation patterns. While not yet a zero based budget (although that may 
come next fiscal year), the provost has asked the deans to participate in a group 
budget workshop in which they each bring along their budget cuts and prioritize 
them in a communal manner. Nobody welcomes this new process. The anxiety is 
palpable in the air as the day progresses from the large, general meeting to the small, 
targeted working meeting.  
 At the Provost’s Council, the news from the state capital is reaffirmed. The 
4.5% hit, though, will be somewhat mitigated by the president’s decision to dip into 
the university’s Reserve Funds to trim the reduction goal to 4.26%. For the 
Academic Affairs division, this represents a 2.3 million dollar cut in operating funds. 
The provost relays the fact that he has already chosen to sacrifice several new 
positions in his own office such as a planned associate provost position and a 
retention specialist. “It’s ugly. It’s very ugly. My dogs and I get down on our knees 
and pray every night for a miracle in _ (state capital) ___.” The provost, who comes 
from a Theater and Drama background, has a witty way with words and a deadpan 
delivery which he uses to cut the tension in the room. At this larger gathering, the 
provost seems to be building his case for stepping away from the historical allocation 
process because it fails to reflect either growth or decline. He fields many anxious 
questions from the group.  Members wants to discuss how the university is exploring 
other sources of revenue such as increasing student fees, tuition, and the need for 
better public relations. “Change is difficult, but we will get there. We will get there. 
We will get there,” the provost reassures his staff and then he proposes the following 
model: Plan A -- in which cuts are made to faculty lines and administrative positions 
as well as various projects with some bargaining and negotiation across departments 
and programs. Plan B which consists of flat cuts evenly distributed amongst all 
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departments and Plan C which would contain some elements of both.  The provost 
believes that it will take him at least three years to shift the current budget process to 
the model he would like to see instituted. He is looking for more transparency and 
collaboration. 
 During the Deans’ Council meeting, the provost goes over some of the same 
ground as earlier but with more details. He wants to gain some control over the 
technology and facilities projects that now go through the vice president for finance’s 
office in order to be able to prioritize them internally. In the past, unit heads have 
worked directly with the vice president for finance on any capital projects while 
keeping the provost informed. He wants a better explanation of how funds are 
allocated back (“scooped back”) to colleges during times of growth.  He stresses the 
importance of looking closely at registration figures and making course schedule 
adjustments as needed. He calls this “scheduling efficiencies.” The message is clear -
- there’s a new sheriff in town and he’s looking to make some changes. Joe, the 
interim dean of the library, is looking troubled. He has noticed on one of the budget 
sheets that the provost has distributed that there is a “vacant library position” listed 
as a possible cut. He asks the provost if that represents the vacant associate university 
librarian for technical services and systems position -- his old position. The provost 
confirms that it is, at which point, Joe requests a private meeting.  With this, the 
Council meeting is over and the deans wander back to their respective colleges and 
departments to gird their loins for the afternoon’s workshop.   
 A half hour later, Joe comes back to the library’s administrative suite and 
asks Brian, the associate university librarian for collections and public services, to 
join him in his office. They confer behind closed doors for thirty minutes. Joe then 
comes by my office, closes that door and tells me that he has discussed with the 
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provost the possibility of giving up the second AUL position in the library and 
moving to a dean, associate dean structure. There are all sorts of implications to 
consider -- the political, the financial, and the long term work distribution in the 
library -- but first and foremost is the question of what will become of Joe’s current 
“acting dean” status if his old AUL position is sacrificed.  The library deanship 
vacancy has not yet been posted since the university has been busy filling other 
vacant high level positions. This deanship is considered an important administrative 
position normally warranting a large search committee with teaching faculty, civil 
service and administrative representatives engaging in a national search. Joe doesn’t 
believe that the provost can simply designate him permanently to the position. He is 
not even sure he wants the position permanently. He leaves campus for a late lunch 
feeling conflicted, looking anxious.  
 When Joe returns at 3:00 pm, he is calmer and more contemplative. He has 
had a chance to go home and talk things over with his spouse. When he comes to sit 
in my office, we chat for a while and I ask him how he would feel about keeping a 
journal of his experience throughout this process. I tell him that it doesn’t have to be 
written, and that he wouldn’t have to turn it over to me until the end of my research 
project. Since he is an artist, I suggested that he might want to approach the journal 
as an art project instead of a written one. Although his initial reaction is negative, he 
tells me a story about an old mentor of his in college who was a devoted journaler. 
Joe was able to go back to his undergraduate campus recently and visit his mentor’s 
journals which now reside in the university’s archives. He was very touched to find 
himself mentioned and some of his notes to the professor preserved. Sentiment 
notwithstanding, he promises only to think about it. 
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 At 3:30, we find ourselves again in front of the provost at a smallish 
conference room with a medium sized table, a data projector and a screen at the far 
end. The budget manager from the provost’s office connects her laptop to the 
projector and brings up a spreadsheet with the FY 2013 budget control numbers. The 
purpose of this meeting, the provost explains, is to review each department’s or 
college’s contribution to the budget reductions. All present are serious and focused 
although there is some nervous chit chat and laughter before the meeting 
commences.  The provost begins by looking at enrollment trends (on the decline) and 
numbers of degrees conferred (some increases). 
 Unexpectedly, and with no preamble, the Dean of the College of Arts & 
Sciences (CAS), Alice, distributes a handout bearing the heading “Another Way to 
Think about Efficiency.” It shows enrollments, revenue generated and budget 
allocations for FY 13 by college. The point to the chart is to show the relative cost 
per credit hour for each college. The impression given was of a document hurriedly 
and inexpertly cobbled together over lunch. Not surprisingly, the College of Arts & 
Sciences showed the lowest cost per credit hour. There is silence in the room as the 
provost and each of the deans reads the chart. Everyone looks perturbed and 
skeptical. Then the questions start: “Where did this number come from? Does this 
reflect...? Did you include...?” Alice fumbles over her answers and does a poor job 
of defending her facts and figures. She speaks softly, allows her sentences to trail off 
and defers to interruptions. Eventually the conversation dies and the handout is set 
aside.  
 The provost gets the discussion back on track by setting the goal. The 
Academic Affairs division has to come up with $2,303,862 in budget cuts. He takes 
the lead by volunteering to give up the associate provost position he had planned on 
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filling this year along with a data security position in the Institutional Research 
department. He has also pre-calculated almost a million dollars’ worth of “Teaching 
Position Vacancies” within his division. There is no discussion about this line. 
Clearly, there have been individual conversations held prior to this meeting which 
have allowed him to arrive at this figure. The Dean of the College of Education 
(CoE), Lucy, jumps into the fray. She offers up a small reorganization of her 
administrative team resulting in $66,000 in salary cuts. Then Joe, Interim Dean of the 
Library, indicates that he has identified $63,000 in possible cuts to salary lines as 
well. So far, so good. There is another heavy silence in the room while Lucy looks 
around and asks her colleagues who wants to go next. The provost allows the silence 
to deepen for a few minutes while the other deans keep their heads down. Then he 
directs the budget manager to start inputting other reductions into the spreadsheet at 
his dictation. Again, the impression I got was that these were cuts that had already 
been discussed with the deans individually because nobody was looking shocked or 
outraged, just resigned. $200,000 in Education projects. $75,000 in College of 
Business projects. Another $200,000 in “schedule efficiencies.” $256,000 from Arts 
& Sciences. The list went on until he ran out of pre-identified project cuts. Still more 
was needed to reach the target figure, about $216,000 more. The provost handily 
produced that sum by applying a 4.26% giveback from what he chose to call 
“alternate areas” or those areas that had not volunteered any savings up front. The 
provost now has his Plan A of targeted cuts and Plan B of across the board cuts 
evenly distributed. This is what he will take to the president. Plan A takes less from 
those areas that have shown growth and more from areas that have seen declines in 
enrollment. 
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 Looking pleased with the outcome, the provost then begins to talk about the 
faculty perceptions of this process and the need to engage the department chairs in 
the process. He is clearly instructing the deans to manage the message about how the 
budget reductions have been applied. “We need to make sure that the message to the 
union is that we’re honoring the contract, but that we need to find efficiencies.”  He 
looks around the table and notes that the Dean of the College of Business (CoB) has 
been very quiet. The soon-to-be-retired dean shrugs her shoulders, rolls her eyes and 
says, “I’m outta here in a few months. This will be somebody else’s problem.” With 
that, the meeting adjourns. 
 It’s 5:00 o’clock in the afternoon. On the walk back across the now empty 
quad towards the library building, I turn to Joe and observe that the library seems to 
have gotten away with only $63 thousand in cuts. “Oh no,” he says, “There was 
about $90 thousand in the first big block of “Teaching Position Vacancies” taken 
from the library.” He believes that the provost has already lumped his old AUL 
position into that block. “So what does that mean for you?” I asked. “Has he 
decided to simply designate you as dean without a search?”  “I don’t know!” says 
Joe, “but that sure is what it looks like.” 
 
5.3 On Becoming a Dean 
Over the course of the late spring and early summer, Joe continued to work as 
interim dean of the library while budget discussions continued. The end of the 
current fiscal year was a busy time in the library administrative suite as expenditures 
were tracked and funds encumbered. The new fiscal year was approaching and no 
final word handed down about the budget. From the moment that Joe first noticed 
that the provost had begun to use "vacant library position" in some of his budget 
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reduction calculations, he has felt in jeopardy.  This was deeply disturbing to him 
because there had been no formal discussion of his being awarded the deanship on a 
permanent basis. He worried that the provost was putting the cart before the horse 
and leaving him in a very precarious position. If he gave up his vacant AUL position 
but wasn't guaranteed the permanent appointment, what would he go back to when 
the new dean was named? Joe had not been interim dean for more than a few months 
at this point and was still getting his legs underneath him.  Although he had begun to 
use the more spacious office of the dean of the library and moved a few of his files, 
most of his belongings remained next door in the more modest AUL’s office. He had 
tentatively hung a few pieces of his own artwork on the walls of the new office but 
left all of his systems manuals, boxes of software products, wall decorations and 
credenza tchotchkes in the old. This small office space, which had been minimally 
cleared for the my temporary use, is decorated with vintage advertisements for old 
fashioned cocktails, an index card with three intricately tied fishing lures, a life-
sized, a postcard of the City Lights Bookstore in San Francisco and a few antique 
photos of Hollywood starlets. 
 
Despite several meetings with both the provost and the vice provost, the 
future of his position in the library remained unclear. Joe had a sense that discrete 
discussions were being held at high levels and that the provost was working the 
system to effectuate the change. None of that, though, could be spoken about openly, 
much less promised as a fait accompli.  Academia takes its search committees and 
administrative hires very seriously. Consequently, the provost approached this 
appointment with an abundance of caution. He met individually with formal and 
informal power brokers on campus such as the chair of the faculty senate, select 
members of the library faculty, and Joe’s fellow deans to gauge possible responses to 
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the appointment. He also solicited and received letters of support from the library 
faculty, the faculty senate leadership and the academic deans. Above all, he 
discussed the appointment with the president and the other vice presidents.  That the 
provost encountered no expressions of concern on the appointment, once it was 
officially announced, from any of the sectors he approached, speaks to Joe’s 
likability and credibility on campus and within the library. Undoubtedly, it also 
highlights and exemplifies the importance of carefully preparing the groundwork for 
any major decision impacting the entire campus. 
Joe’s likeability stems in part from his long years of service on campus at 
Urban State University as well as the careful way in which his career was mentored 
and cultivated by Ben, the retired dean of the library. He had served for over twenty-
seven years at USU, starting as a paraprofessional and quickly moved up through the 
ranks after earning his masters in library and information science. He has held a 
tenured faculty position in the library and then the assistant university librarian 
position for systems, technical and access services before being named interim dean. 
Joe credits Ben’s early support of his career for his decision to “grow where you’re 
planted,” a sentiment which also shaped the career of the retired library dean. He 
was, then, a known figure on campus who had been somewhat sheltered from the 
rougher side of campus politics by his mentor. Joe confides to me that he never 
realized he was being mentored and had even, on occasion, scoffed at the concept of 
mentoring. It wasn’t until recently when Joe hosted a retirement party for Ben and 
offered a speech that he realized the extent to which his career had been nurtured 
along. “Ben supported me the entire way. I went to an ALA conference in 
[Washington] DC as a paraprofessional, Ben gave me the money.” Looking back on 
their relationship, Joe now sees how his supervisor’s support was a major influence 
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on his career: “Oh, absolutely. And when he left, we had a reception for him and I said that 
in my speech, that I never really -- the mentor thing, I never really got it. […] It’s kind of 
hokey to me, but now I get it. I kind of get it. I get what it’s all about. And Ben really -- I 
mean, he really did give me the chance.” 
A middle-aged man, Joe immigrated to this country at the age of six. He lived 
in Texas briefly but ultimately settled in Florida, where he grew up. After earning a 
BFA from the University of Florida, Joe went on to earn an MFA from the 
University of Wisconsin in Madison. His MLIS is from the University of Illinois.   
Of medium height with a slim build. Joe’s salt and pepper hair is kept in a buzz cut 
with a matching, well-groomed goatee and mustache. He wears thick framed black 
eye glasses and two thick silver ear cuffs in his right ear lobe.  
His artwork is minimalist yet large scaled and features mostly 
monochromatic neutral tones -- greys, blacks and whites. In his spacious home studio 
there are large canvases bearing geometric forms, numbers, text, grids and lines. 
Minute non-representational forms predominate. He keeps only a few of his favorite 
pieces in his office on campus. Joe struggles to find the time to work in his studio 
and worries that the deanship will make this even more of a challenge. He loves to 
entertain and socialize and, on many occasions, described to me the various cocktail 
parties he has hosted in his home for university administrators, colleagues and 
faculty. 
 At the start of the study, Joe is still interim dean and in his first interviews 
with me comes across as brash and self-assured. He describes himself as being well-
regarded on campus by the administration, faculty and staff. When the announcement 
of his appointment to the deanship is finally made in late August, he rides a wave of 
positive reactions and congratulatory messages. On our walks across campus and 
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through the student union, he is hailed repeatedly by friends and colleagues. On one 
memorable occasion, he received hearty well wishes from a facilities worker high up 
on an elevated crane. Over the course of my observations, though, as the real 
pressures of the deanship revealed themselves to him, Joe became more introspective 
and cautious. From early claims of "I got this! I know what I'm doing!" he has 
progressed to “I’m humbled. I mean, I have learned so much in that respect, I'm a 
little more confident about what I know and how I react. I really appreciate Lucy’s 
(the dean of the College of Education) friendship and support. I think people are 
seeing the library in a better light. So I think that's improved.” 
 As a newly minted dean of library services, Joe feels strongly that he has to 
produce results for the library faculty. When I ask him if he is feeling pressure now 
to come up with a grand vision for the library, he responds thoughtfully, "I'm feeling 
pressure about what I need to do in the next five years."  The new dean is also 
feeling the pressure to emerge from the shadow of the old dean and establish himself 
before the administration. He senses that he has been approaching the provost as a 
supplicant with his hat in his hands. “I need to get over that and be more like a 
counsel for him and an advocate for the library. So, I'm nervous about it right now. 
It's a little daunting.” 
 
As my field work continues, I find myself serving more and more as a 
sounding board for the new dean on all sorts of topics. In one way, this is excellent, 
as I am hearing about all sorts of events/conflicts/goings on that don't really have 
anything to do with budget allocations. Through our weekly meetings and 
impromptu chats, I am offered a real window on the university's internal processes 
and organizational culture. The drawback is that I find myself 
making judgments about how Joe is doing as a new dean. I am internally disagreeing 
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with some of his decisions and feeling uncomfortable about that.  I hope that I am 
successfully keeping my opinions to myself. As I listen to the audio recordings of our 
weekly meetings, mostly I hear myself agreeing and being sympathetic. I will 
sometimes ask a question, more to elicit additional information than to try to sway 
his opinion. But it's a delicate balancing act and I need to be aware of my potential 
impact on the participants of the study. 
 
5.4 The Coffee Ritual 
 Throughout the field work there were several instances in which I was able to 
observe the importance of coffee in the life of this organization. On my very first day 
on site, I noted the absence of an office coffee pot in the library’s administrative 
suite. Instead, there was a large water cooler standing in the corner. Then, I noticed 
that each member of the staff had an individual 2-4 cup coffee maker on their desk. I 
thought this odd and, out of curiosity, asked the dean about it. 
This peculiar system had been in place for so long that Joe had to stop and 
think about it. Finally, he told me a long story about a woman in Technical Services 
who many years ago had appointed herself the queen of the coffee pot. She generally 
terrorized and bullied people in the library over the coffee fees and the cleanup, and 
made the whole experience so unpleasant that people simply stopped using it. When 
she finally retired (or died, Joe can’t remember) nobody wanted to revive the 
communal coffee pot. They were just relieved that it was no longer an issue. Despite 
the fact that this all happened more than a decade ago, the psychological trauma of 
that experience lives on. The faculty and staff in this library have, for the most part, 
been here for such a long time that they all took part in that experience. The aversion 
to communal coffee is so strong that even the newer hires accept the need to not 
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regress. It's very odd. It really speaks to the impact one unpleasant employee can 
have on an organization, especially one with very low turnover as is Urban State. 
The legacy of bullying behavior lives on for an exceptionally long time. Of course, it 
may also have something to do with the fact that the library staff room is somewhere 
in the basement and reportedly so unpleasant that nobody would even show it to me. 
I've never seen it. 
The need to make one’s own coffee or find it elsewhere leads to some 
interesting interactions. On one morning, after a particularly long and difficult 
commute, I arrived at the library desperate for a cup of coffee. I walked across the 
quad to the student union and lined up at the coffee stand behind the vice president 
for student affairs. While we patiently waited to be served, I was able to reintroduce 
myself to him and have a pleasant chat about my work. As I was leaving, steaming 
cup in hand, the president of the university also got in line and greeted everyone 
warmly. Was there a coffee tyrant in the president’s office as well?  
On another morning, early on in the study, Joe invited me into the office of 
the then AUL for collections and information services, Brian.  Both of the 
administrative assistants were out sick that day, so there was a pleasantly relaxed 
atmosphere in the administrative suite. Over the years, Brian and Joe have developed 
a coffee making ritual in which they indulge when their schedules allowed. They use 
an electrical kettle to boil water from the cooler and then employ individual cone 
filters (packed to the rim with the most potent coffee grounds available) to make 
extra strong mugs of coffee for themselves. This ritual takes place in Brian’s office 
which is small, cramped and absurdly cluttered.  The coffee mugs and filters are all 
squeezed onto a precariously balanced, tiny side table at knee level. At any moment 
the entire operation can be sent tumbling to the dingy carpet. They don't seem to 
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mind that.  All of this boiling and packing and dripping takes some time and the two 
men spend it companionably talking over library affairs and gossiping about campus 
events. There is much joking and laughter associated with the ritual, which can 
happen in the afternoon as well as the morning. Most days, the men end up closing 
the door to Brian’s office as the conversation turns to confidential matters. It is, as I 
observed, an intensely bonding experience for both of them that is repeated several 
times a week. Their excellent working relationship is self-evident. On this occasion, 
the conversation was wide ranging. Brian, having been out sick the day before, 
wanted to be filled in on meetings he had missed. It was interesting for me to hear 
Joe’s "next day" interpretation of the various undercurrents at top level 
administrative meetings.  I was fortunate to be invited into the coffee ritual on 
several occasions, although I was hard pressed to find a place to sit and had trouble 
drinking the sludge-like brew. The lesson learned was about the unifying power of a 
shared addiction and the importance of social rituals shared. 
 
5.5 The Forgetful Provost 
"I knew it was going to be a difficult day when I heard a song on the radio this 
morning called 'Love is a bourgeois concept'." [Pet Shop Boys, Electric, July 2013] 
At the commencement of this study, in April 2013, Charles, the provost and 
vice president for academic affairs at Urban State University, had only been in office 
for a few months. He was an outside hire, chosen via a national search, to replace a 
long serving provost who had ruled his division with an iron grip. While the yearlong 
search for his replacement was taking place, the interim position had been capably 
and genially filled by Mary who had been, until then, an associate provost. 
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Charles was by no means new to university administration. Before arriving at 
Urban State, he had served as vice president for academic affairs at a state-funded 
college in West Virginia and previous to that as associate provost and as a dean of 
the College of Liberal Arts. In Pennsylvania, he served for ten years as a department 
chair at another public university. His academic background is in theater and dance. 
One of the formative experiences of which the provost speaks fondly is his 
participation in a leadership program of the American Council on Education (ACE). 
During his participation in the ACE Fellows Program, Charles had the opportunity to 
shadow university presidents and bond with future top administrators throughout the 
country. It was this experience that, indirectly, brought him to Urban State 
University.13 
Of medium height and average build, the provost is a natty dresser. On a 
typical work day, he might be wearing a tailored, medium grey suit with a light blue 
dress shirt and a tasteful grey tie with a graphic design in muted colors. He sports 
cufflinks along with a small university pin in his lapel. His thinning blond hair, in 
artfully cut layers, stays swept back neatly. He wears his stylish glasses low down on 
the tip of his nose and tends to look out over the tops when speaking. Charles makes 
frequent references to pop culture and the world of theater. His emotions play out 
openly on his face, allowing his staff members and deans to recognize his various 
moods. Fatigue, impatience, annoyance, approval, amusement, and excitement are all 
writ large across his face. This is an important trait from the point of view of the 
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people who report to him as they adjust to this new provost and attempt to predict his 
leadership style. 
Charles faced many challenges in his first year at Urban State. The state 
funding for higher education had been steadily declining for many years. The 
allocations that were promised took longer and longer to arrive, leaving the 
university to scramble to find other ways to cover its operating costs. Enrollment-
based tuition, which had become steadily more crucial to the financial well-being of 
the university, was also in jeopardy as enrollment losses continued. In addition, the 
provost was faced with the prospect of moving his division away from the old 
patriarchal processes established by his predecessor, which retained decision making 
in the hands of the provost and served to infantilize the academic deans. The provost, 
then, had willingly and knowingly stepped into the helm of an organization still 
struggling to emerge from the shadows of a long-serving provost who had held his 
power very closely. For the academic deans who had never managed their own 
personnel budgets nor been held accountable for their unit’s expenditures, this was a 
double-edged sword. On the one hand, it gave them permission to spend as they 
liked. On the other hand, it prevented them from ever knowing the true cost of their 
programs. Mary, who had functioned as interim provost for almost a full year, served 
as the bridge between the old and the new procedures. She describes it this way: 
“The process in my mind was -- and I sat through all the budget hearings with the 
former provost, and I’m doing that now here. The process has -- and it’s always been 
in flux. So it’s never been the same thing all the time. I think that -- and I’m not being 
disparaging. I’m just characterizing. The former provost just did whatever the CFO 
said to do, right? And if he said, “Cut this much,” everybody cut this much. He was 
not really -- he was very impatient with the budget. Very impatient with the budget. 
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“Just get it done.” He was impatient in the hearings. He just didn’t -- not that he was 
ever incorrect with the budget. It was just not something he relished in or asked 
questions about. He just did it. And then the final decisions were made upstairs, and 
nobody really knew how they were being made.” 
 During her interim year, Mary took the first steps towards transparency and 
fiscal accountability at the dean level. With the blessing of the president, she looked 
at two years’ worth of expenditures in each college, including personnel, and 
allocated that amount of money to them for the new fiscal year. “So all of a sudden, 
the colleges were going to be responsible for their entire budget. They never had 
been before. It was a real easy job for a dean before then. They never had to say no. 
They always had to say -- ’The provost said no.’” 
It is important to note here that the library’s budget was always treated 
differently. The dean of the library has had control over his own personnel lines for 
many years. By all accounts, the library leadership has always done an excellent job 
of managing their allocations and had earned a fair amount of respect and credibility 
across campus. Ben, the retired dean of the library, who had served for twenty-five 
years in that position, was responsible for petitioning a past university president for a 
change in title. Originally known as “University Librarian,” the top leadership 
position of the library became “Dean of Library” under his stewardship. He reflected 
on the change:  
“So the title initially was university librarian, and I had sort of lobbied for it to 
become a dean. And one of our former presidents said, -- ‘Why would you want to --
“I said, “I already view university librarian as a higher position, as like a CIO 
position.” So you have a campus-wide, not just a college. So it’s always been viewed 
that way. It’s always been trusted. I think it’s always been one of the assets of the 
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campus, something that’s always worked and been well-funded. You know, we don’t 
have to worry about the library. It’s in good shape.’”  
Yet he also understood that not having the Dean title meant that he was 
excluded from certain high level meetings and from ceremonial occasions such as a 
seat on the raised dais during commencement exercises. The change in title 
guaranteed him and his successors a seat at the table when important decisions were 
being made. This was so important an issue to Ben that he persisted in his lobbying 
efforts through two or three different administrations until the change was made. 
This leaves the four colleges, Education, Arts & Sciences, Business, and the 
Graduate College and their deans struggling to learn how to run their units in a 
fiscally sound manner; struggling also to learn how to cooperate with each other. 
Perhaps the most difficult new skill to master is that of course scheduling. The 
decisions of which courses to offer and how many sections of those courses to 
schedule is fraught with political dangers. Unionized and tenured faculty members 
felt entitled to certain course assignments (because they had always received them in 
the past) and saw no reason to cancel classes consistently comprised of four or five 
students. Nor did they see enrollment management or retention as being their 
concern, much less their responsibility. 
One other important factor to mention is that the deans had until very recently 
never been asked to collaborate with each other on the budget allocations. In the past, 
each dean had met individually with the provost to make his or her budget request. 
At no point were they asked to take into account the needs of the other colleges. This 
was left up to the provost alone. During my interview with the retired dean of the 
library, Ben was adamant that he had never discussed his budget with any of the 
other deans. In his mind, this would have been inappropriate. During his tenure as 
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dean, he reports that there had never been an instance of deal making or trading 
favors. The library’s operating budget was strictly a private matter between him and 
the provost. 
This is the situation into which the new provost arrives. The search 
committee that hired him made it clear that they wanted him to be a change agent. So 
did the president. He’s happy to oblige. Yet he also understands that change is 
difficult and is under no illusions that things will go smoothly. “Oh yeah, that's why I 
was brought in. And I think that what was interesting is that in the faculty interviews, 
they said that they were looking for a change agent. But that's always fraught with 
problems because often when people will say that is – “I want you to change the 
things that I don't like, but I'm perfect.”  Over the course of the year’s observations, I 
was able to see the provost excoriated by the faculty for making even the most minor 
of changes. Relations with the faculty union nearly foundered over the issue of 
scheduling efficiencies with which the provost was attempting to address enrollment 
shortfalls. Mary, the vice provost, describes the situation: 
"The provost is brilliant. He stepped in to this historical budgeting at a time when the 
College of Education's enrollment tanked. But their budget remained flat or got the 
cut that everybody else got. Over the last three or four years. 
Their enrollment decreased so much that the dean had all this extra money […] to 
buy everyone an iPad […] because she didn't have the classes. In spite of what you 
heard about the College of Arts & Sciences, their enrollment grew for a while. In the 
years that their enrollment grew, they remained flat in their budgeting. Now that 
their enrollment is decreasing, they are saying ‘but we grew so much!’ [...] So there 
is a realignment of the budget that needs to happen. When he came in, he was 
working with the budget that I did that was done historically -- yadda yadda. Which 
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is not the right way to go. I discussed this with the president before the provost was 
going to come here. And she said wait a year before we start realigning. So I was 
fine with waiting a year and we did these marginal kinds of cuts. But he was faced 
with the situation of the CAS being over a half a million dollars in debt, and he's held 
accountable for his budget which is all the colleges and the library and stuff like 
that.  Before he got here I gave $200k to the CAS to help bail them out. And they 
were still $500k in debt. So there was some poor budgeting going on in CAS. Only 
because they did not have a full understanding of the budgeting process. It's not 
because people were dumb, they were never taught. So we had to get the money from 
somewhere, so the provost, when he comes in in the spring, tells the College of 
Education that they can't spend any more money 'cause we have to bail out the CAS.’ 
Doesn't create good will.” 
 
The president, the provost, and the vice provost all understand that the 
historical allocation process has failed to reflect either growth or decline in the 
enrollment. Of these three administrators, only one, Mary, has been at Urban State 
for many years. Both the president and the provost were relatively new hires brought 
in from outside and they understood what they were up against – an organizational 
culture mired in insular thinking and powerfully, instinctively resistant to change. 
When asked about this during his interview, Charles reflected on the need to address 
this insularity: 
“Because I mean the danger is that, I’ve talked about this, is I think the senior 
leadership at [USU] has been so internal for so long that best practices aren’t 
necessarily part of institutional culture. So when you come in and say that the rest of 
the world is operating this way, and they’re going to be like, ‘Well, we’re unique.’ 
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Well, not so much. ‘But we’ve always done it this way’, right? But your retention is 
60%, ‘but we’ve always done it this way.’” 
 
At one point in the interview, the provost referred to this campus as a “feeling 
campus” instead of a data driven campus. He had his work cut out for him and the 
frustration was beginning to show. 
One of the alarming trends I observed during my time on campus was that of 
the provost evidently forgetting to include the library in some very important 
negotiations. The first instance revolved around the redistribution of funds that came 
back to Academic Affairs as a result of budget adjustments at the beginning of the 
new fiscal year.  The deans had been asked to identify cuts during the budget request 
process. When the state’s higher education appropriation turned out to be flat, some 
of those funds (but not all) were returned to the divisions. The provost parceled out 
money to the three colleges but did not allocate any for the library. He then left it to 
the deans to give back some money to the library. This was one of the first instances 
in which the deans were asked to not only take responsibility for their own units but 
to find a way to collaborate on supporting the library. The vice provost, in her 
interview, emphatically denied that the provost forgot the library on purpose. She 
claimed that they had been so preoccupied, over the summer months, in getting Joe’s 
appointment to the library deanship passed that they forgot this other piece. Once 
they realized their mistake, though, the provost did clearly see this as an opportunity 
to test the academic deans and see how well they collaborated with each other. When 
word got out to the faculty about this situation there were discontented murmurs 
about the provost “throwing the deans into the lions’ pit” to fight over funds.  
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When I asked Joe to speculate on the provost's intentions in a) not making an 
outright allocation to the library from the start, and b) placing the responsibility on 
the deans to negotiate directly, he seemed unwilling to look at the issue too closely. 
He simply said "I have no idea." It is difficult for me, at this point in my 
observations, to discern whether this is a defensive mechanism on his part or simply 
a politic avoidance of a sticky subject.  
In another, even more puzzling case, Joe was left out of the loop completely 
on an important meeting at which decisions were made about the administrative 
structure for the new El Colegio campus currently under construction. Mary, Charles 
and Betty, the interim campus director, met on their own to make these decisions. Joe 
had taken an active part in the planning process for the new campus for over a year, 
serving on the technology task force as well as the academic planning taskforce. Ben, 
the retired dean of the library, also served on the technology planning taskforce in a 
consulting capacity. Thus, the library has been well represented at all stages of the 
planning. It had been clear from the beginning that a library space and service had 
always been a part of those plans.  Despite all of this, no one thought to include the 
current dean of the library in this key meeting. Joe learned about this at a regularly 
scheduled meeting of the Deans’ Council. The vice provost, who was running the 
meeting on behalf of the provost, reported in an off-hand manner on some of the 
decisions that had been made. There would be a campus director and two associate 
directors, one for student affairs and one for academic services. When Joe asked 
where the library fit in, Mary’s answer made it clear that the library has been left out 
completely from their planning. The planned library space had been turned into 
tutoring space which would be under the direction of student affairs. He was 
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astounded, "No, that desk is my desk! It's not a learning support space. It's a library 
space." 
This was the only time that I saw Joe express real anger towards the provost. 
He felt personally betrayed and let down by Charles, by Mary and by Betty the 
interim director of El Colegio campus. After the Deans’ Council meeting, Joe 
returned to the library and was visibly shaken. He felt that he “had gotten screwed” 
somehow. In an uncharacteristic display of frustration, Joe paced back and forth in 
the library’s administrative suite venting to everyone present.  
Once his initial wrath receded, Joe concentrated on reaching out to his peers 
for support. His first call was to Ben, the retired dean of the library, who was amazed 
at the news. His next call was to Betty, whom he had been attempting to mentor and 
befriend in that past several months. When Joe asked her why she didn't have his 
back on this, Betty didn't have a satisfactory answer for him. It seems evident to him 
that she simply failed to speak up on his behalf. 
He also reached out to Lucy, the dean of the College of Education for 
support. Her colorful response was telling: "Someone should paste a post-it note on 
the provost with the word LIBRARY on it! Because he never remembers you guys." 
Another administrator, the director of the First Year Experience, who was present at 
the meeting was also confused, “What is he thinking?”  When Joe followed up with 
the vice provost, he was surprised to learn that a memo had gone out some time ago 
soliciting budget requests for staffing for El Colegio. He is certain that he never 
received this memo. Mary advises Joe “to get something to the provost ASAP.”  
That evening, Joe wrote a two-page memo expressing his concerns. He worked hard 
at finding the right tone -- not petulant, accusatory, demanding or whining.  He 
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simply provided the provost with the information he would need in order to budget 
for library service at El Colegio. 
He requested one library professional (with two different pay level options), 
one civil service position and three graduate assistants to staff the desk. Even that did 
not guarantee that there would be library service all of the hours that the building was 
open. He also made the case for the library personnel to report directly to the dean of 
the library. He emailed the memo to Charles later that evening. The provost replied 
immediately with a very terse email, saying that he thought the numbers were too 
high. He chose not to address the alternate administrative structure suggested.  
As Joe recounted to me all that had happened, I once again asked him to speculate on 
the provost’s possible objectives. Once more, Joe refused to speculate about, much 
less voice any doubts as to the provost's true intentions. For the time being, he 
preferred to keep his resentment diffused and unfocused.  
 
5.6 The Provost and the Library Space Plan 
 One of the ongoing projects which I was able to observe during my time on 
campus was the planning for a much needed renovation of the library building. Built 
in the 1970s and a fine example of the brutalist architecture style so prevalent on 
North American university campuses during that time period, the library at USU 
stands like a fortress weighing down one corner of the campus. 14  Vast expanses of 
dark red brick are broken occasionally and irregularly by enormous windows of 
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smoky glass – their bleakness relieved only by crisscrossed metal beams, the library 
could just as well function as a correctional facility. It is not the only example of 
brutalist architecture on campus and, thus, fits in well with the other main buildings 
surrounding the central quadrangle. The interior of the library is tired and outmoded. 
Occasional spot renovations have been attempted over the years, but these have 
failed to truly address the need for brighter, more productive and inviting new 
millennium spaces. The retired dean of the library had spent years advocating for a 
major renovation project. Just prior to the commencement of this study, the president 
allocated a sizeable chunk of money towards the development of a space plan for the 
library. This was used to issue a request for proposal from architectural firms. A New 
York based firm with a solid portfolio of library renovations was chosen and were 
beginning their work as my own research was starting. While very exciting as far as 
it went, this library space plan did not come with a promise of funding for the actual 
renovation work. It would be up to the current dean to sell the vision and obtain the 
funding for what would be a multi-million dollar renovation. 
 In late September, the provost called a meeting to discuss the funding for the 
library renovation. Held in the provost’s comfortable corner office, the meeting 
brought together James, the vice president for finance and administration (and CFO), 
the provost and the dean of the library. As we took our seats around the small 
conference table, the two vice presidents looked very somber. There was no chit chat 
or the usual banter. They had met together just before the present meeting. The sense 
I got was of a previous agreement made and a strategy planned which now had to be 
executed. I had asked Joe, on the way over from the library, what his plan was. He 
confessed to not having a well thought out plan. He was going to “wing it!” 
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Although, in all fairness, he had already had a one-on-one meeting with the provost 
on this topic and was not expecting any surprises.   
The provost began by stating his concern over the cost of much needed 
infrastructure issues in the library building. He worried that these will overshadow 
any cosmetic remodeling plans resulting in low morale of the library faculty and 
staff. He mentioned the roof which leaks into the stairwells whenever it rained, and 
the antiquated and inefficient power grid. Joe explains that some of those repairs 
were already in the works. James agrees and adds that the library shouldn't have to 
pay for any repairs or upgrades to the power grid, those funds should come out of the 
Facilities budget. Of course, any work done inside the library to re-route power 
would have to come from their own budget. 
Then the provost asked James to go over the options for funding a major 
capital project. More for Joe’s benefit than Charles’, James goes over the main 
sources of capital funding for a state university: 
1) The issuance of debt (bonds)  -- this is not likely to happen any time soon as 
the university recently issued debt for the construction of the new El Colegio 
Campus. 
2) A Capital Development Board appropriation from the state -- projects on the 
CDB list normally take a decade to move up to the top and be funded. A new 
building for the College of Education is nearly at the top of the list and the 
university is expecting to begin that project in 2015. This is free money from 
the state capital. It is a political process even before a project makes the list in 
that the university administration has to be persuaded that this particular 
project would be their number one priority for the next ten years.  
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3) Fund raising – there is not much discussion of this option, perhaps because it 
falls under the purview of yet another vice president not present at this 
meeting, the VP for Development and Advancement. Nevertheless, it is 
mentioned in a desultory way without much enthusiasm. 
4) An increase to the Student Activity Fee – even an increase to the current fee 
by five or six dollars, would only generate about $1.5 million per year. Not 
nearly enough. 
At this point the provost turns to Joe and recaps: "So we really don't have a funding 
source for this project. Do your people know this?"  Joe rushes to assure the provost 
that yes, the library staff and faculty are clear that there is no money currently 
allocated for this project. Then he starts talking about piecing out the project into 
manageable bits -- "low hanging fruit." He mentions updating the classroom on the 
second floor, creating an Information Commons and more Quiet Study and Group 
Study spaces. These are his immediate priorities. 
Again, the provost states, "We have no money." Then he moves on to explore 
the idea of using the student activity fee (after the El Colegio campus is completed) 
to generate some funds and do it bit by bit. He seems to be warming to the idea of 
taking this menu approach to the renovation.  Some questions come up about the 4th 
floor remodel. This is mostly occupied by non-library offices and services such as 
the Center for Teaching & Learning, the Center for Academic Writing, Tutoring, 
TRIO (a federal outreach and student services program), etc. This area was renovated 
not so long ago. The CFO is saying that if you were to take the fourth floor out of the 
plan that would significantly cut down on the cost per square footage. He also 
reminds the others that the student activity fee is considered to be one entity. Any 
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excess funds generated have to go into Reserves. Only a portion of that can used for 
capital expenditures. 
Joe asks, "What about fund raising?" The provost replies that they would 
need to determine if the president was about to launch a big capital campaign. He 
explains that this is tied to the question of how much longer she is planning on 
staying here. Capital campaigns take years to come to fruition and she may not be 
willing to take this on only to let the next president reap all the glory. She has signed 
a three-year renewal contract recently, but even that is not enough time.  At this 
seemingly hopeless juncture, Charles relaxes and talks about his time at his previous 
university. He tells us a story about a long-serving, spinster librarian who passed 
away and left $5 million to the library to start a foundation. Now that foundation has 
an endowment of almost $40 million, although it took over 30 years to grow to that 
level. This interlude of nostalgia and wishful thinking seems to bring the meeting to 
an end. Everybody nods at each other. Joe and I leave. The other two stay behind to 
confer.  Joe was quiet and contemplative on the walk back across the quad. Had he 
performed well? Had he said the right things at the right time? He wasn’t sure. My 
own observations were that the provost’s goal for this meeting was to establish 
realistic expectations about the renovations. He also wanted to be sure that Joe was 
communicating the proper message to his staff at the library.  
 Two weeks later, in early October, the architects were back on campus for 
more meetings. One of these involved the provost, Calvin (the vice president for 
student services), the four architects and the dean of the library. They wanted to 
present some scenarios of how to best utilize the space in the building and discuss 
some target numbers. Joe had asked the administrative assistant to invite all of the 
VPs but only Calvin attended. In fact, due to a misunderstanding, Calvin arrived 
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fifteen minutes early and was kept waiting. The provost, on the other hand, was late. 
This was an unfortunate start to what would turn out to be a disastrous meeting. As 
Joe later recalled, it was immediately evident that "He was just not in a good mood. 
He just was not interested in being there. His body language was really bad. After 
half an hour, he closed his notebook and said 'anything else?' " 
Joe describes a moment in the meeting when he started to talk about separate 
projects within the space plan (those “low hanging fruit” he had discussed with the 
CFO and the provost only two weeks earlier).The architects estimated that they could 
be done for around 3 to 5 million dollars. At this point, the provost turned to Joe and 
asked, "What meeting were you at?" Startled by his caustic tone, Joe attempted to 
placate the provost:  "I understand there's no money, but I need help from you in 
moving this thing forward. Even if we're not at the money stage yet. We need some 
traction, I need you to help me with the traction."  
Joe reported to me that he felt flummoxed and embarrassed. He understood 
that it would be futile to guess at the source of Charles bad behavior.  "I don't know, 
he could just have been having a bad day."  It could have been anything at all from 
his private life or his work life but not necessarily the library issue. After the provost 
abruptly left the meeting, everyone looked at each other, puzzled and disturbed. 
People were visibly upset. Joe felt like he had to soothe things over with the 
architects who had flown in from New York for this disastrous meeting.  
Joe requested a follow-up meeting, one-on-one with the provost the next morning. At 
this meeting, the provost was back to “normal” and open to discussions about the 
cost of the space plan for the library and ways to stagger the renovations and 
expenditures over time. Joe was very relieved after the second meeting and made 
sure to call the architects and tell them that all was well with the project. So what 
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was the lesson learned? Perhaps, that you have to take a bad meeting in stride and try 
to keep it in context. Acknowledge that you are not privy to everything going on 
inside a person's head on any given day and wait until a better moment to bring your 
case forward. Timing is key, but so is persistence.  I believe that Joe did the best he 
could under the circumstances.  Several months later, Joe still recalled that meeting 
with awe and discomfort.  
 
5.7 The Lions’ Pit 
 
Throughout the fourteen months of my field work at USU, there was one 
meeting which really stood out as an example of what was happening within the 
Academic Affairs division. As I mentioned earlier in this report, when the final 
budget appropriation came in from the state capital for fiscal year 2013-2014, it came 
in as a flat budget appropriation as opposed to the expected reductions on which the 
university had planned. On paper then, $1 million dollars came "back" to the 
Academic Affairs division. Despite this windfall, the provost was anticipating low 
enrollment for the fall semester and he felt the need to spend the money judiciously. 
The library was instructed to proceed with the planned cut of 4.5%.  
Of the $1 million returned, the provost announced that he was applying about 
half ($500,000) to previously approved new tenured teaching lines for the colleges. 
Beyond that, he kept $100,000 in reserve for the division’s general operating budget. 
This left $400,000 to divide up among the colleges. At the next deans' council 
meeting the provost announced that he was making the following allocations: 
$350,000 to the College of Arts & Sciences 
$25,000 to the College of Education 
$25,000 to the College of Business 
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 There was one glaringly absent piece to this puzzle. The library had been left 
out completely from his calculations. Although Joe had participated willingly in the 
shared responsibility for reductions, giving up significant amounts of money to the 
cause, when the “scoop back” was announced, the library had been excluded.  To 
make matters even worse, there was no hiding the disproportionate amount of money 
the provost gave back to one college over the others. Yes, the CAS was the largest 
college at USU Yes, their enrollment had grown slightly over the past few years. 
Yes, the dean of CAS routinely ran up deficits of half a million dollars in running her 
college. But this was still an unwelcome development for the other academic deans 
to accept. 
Joe remembers it this way: “So he said, so you know, any comments? What 
do you guys think? So there was complete silence in the room. I said -- so I spoke up. 
I said, ‘well, you know, I would like some of that money as well.’ I said, I made my 
cuts and I realize everybody’s in a bad situation. But I’m facing -- so I’ve made my 
cuts which were amounted to sum X, I can’t remember what it was. But $145,000, 
$160,000 something like that. But on top of that, I’m going to be facing another 
probably five percent inflation just on my collection, which is going to come to about 
$50,000 if over above -- I have to cut 20 -- for my 140 -- for my 4.5%, I’ve made 
personnel cuts. The rest of it comes out of collections and it’s going to be about 
$20,000. […]  I’m going to need at least another five percent for inflation.’ That’s 
traditionally -- it goes from five to seven percent, but let’s just be nice about it or 
whatever. I don’t know what I said. But ‘so I can [have] final figures for you by 
tomorrow. I’ll go back to my office and give you final figures, but I’m expecting 
about $70,000 in cuts to the collection. So I would like some of that money for 
collections’.” If the content of this speech seems garbled it is because the dean of the 
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library had not come to this meeting expecting to have to discuss the details of his 
budget reductions. In speaking extemporaneously, Joe had to pull numbers quickly 
from the recesses of his memory and make the best case possible. When I tried to 
clarify whether he had in fact requested $70,000 back in scoop funds, Joe responded 
with some vehemence that he hadn’t asked for anything, he merely let them know 
what he would like to have. This was an important distinction for Joe. He did not feel 
entitled at that meeting to make demands. 
After the library dean’s mild protestations, the provost instructs the deans to 
work this out among themselves and instructs Lucy, the senior dean (CoE), to handle 
it.  Soon after the meeting, Joe painstakingly put together a memo outlining his 
requests for a portion of the scoop funds. In the memo he pares back his request from 
the $70,000 he actually needed to the more achievable sum of $30,000.  Joe 
appreciates the hard fact that the scoop money returned to the colleges represents 
funding for adjunct instructors as there is no line in the operating budget for adjuncts; 
those positions are paid for out of a “project” line. Any money given up to the library 
represents fewer adjuncts to teach course sections. Even at this juncture, he wants to 
be seen as a team player. The email communication, addressed to the academic 
deans, read as follows: 
Date: July 5, 2013 
Subject: Library Budget 
Hello everybody— 
 I said I would send some figures out today regarding cuts to the library budget and 
my request for additional dollars to cover some of our inflation costs.  I would like to 
say that we have always managed to cover our inflation costs by making cuts to our 
subscriptions (print and electronic) and reducing our monographic book budget but 
we are finally down to the bone.   I am reducing the library budget by 4.5% this year 
($163,878) by making most of those cuts in Personal Services and cutting our books 
and databases by $19,000.  By itself that is not a huge cut to the collection and we 
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have identified a database or two that can cover it.  However, after that I am still 
facing approximately 5% inflation costs (Inflation rates fluctuate slightly each year 
and also whether the publisher is domestic or foreign, discipline, etc.  Our 
experience is that 5% is a relatively safe estimate.)  Based on that estimate I need to 
cut an additional $22,335 in database costs and $27,179 in print subscriptions.  The 
total is an additional $49,514 in cuts to our collections.    In order to meet my budget 
reductions and cover inflation we will need to cut $68,514 in books, print 
subscriptions and electronic resources (databases primarily).  We have been cutting 
each year, even with flat budgets, due to inflation.  We cut $89,000 last fiscal year 
although we did recover some monographic book money with scoop and FY2012 
carryover funds.  I know that the library is not alone in the pain department but a 
portion of the $400,000 coming back to the colleges this year would help us alleviate 
cuts to the collection.  Thanks for your consideration.  See you on Monday. 
On Monday morning, the deans gather in the library’s small conference room, 
a windowless and cluttered space housing a few rare books behind dusty glass 
cabinets. The meeting is tense with all of the deans waiting to hear from Alice, the 
dean of the College of Arts and Sciences, about how much she is willing to 
contribute to the library. Joe makes his case, goes over his numbers. There are 
excruciatingly uncomfortable stretches of silence while everybody waits to discover 
what Alice will contribute. Lucy had agreed with the dean of the College of Business 
(CoB) on a sum that they were both prepared to contribute, but they wanted to see 
what Alice would do before putting their money on the table. When she continued to 
keep silent, Paul, the dean of CoB, in exasperation, put his contribution on the table. 
Grudgingly, Alice then offered up $25,000 (out of her allocated $350,000). The 
impression Joe reported having was of stinginess and reluctant support. Even so, he 
was aware of the hard feelings in the room and desperately wanted to avoid a battle, 
so he suggested a compromise: 
$25,000 (CAS) + $5,000 (CoE) + $5,000 (CoB) for a total of $35,000. 
Out of sheer frustration and relief, the other deans accepted this and the meeting was 
over. Joe ended up with $35,000 back from the budget wars.  
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During my second interview with Mary, the vice provost, I asked her for her 
thoughts on the infamous meeting. Some weeks had transpired since the “lions’ pit” 
meeting and she had had time to think about it. While she insisted that the provost 
had inadvertently forgotten to carve out an allocation for the library, she also 
admitted that he was interested in seeing how the deans would work together to 
remedy the situation. Mary was in an interesting position in that all of the deans 
came to her individually to discuss the meeting, even Alice. She heard about it from 
all sides of the story. Lucy confided to her that she and Paul, the business dean, had 
planned, before the meeting, to initially withhold their offerings. They were 
displeased with Alice. Mary also shared with me the fact that Alice had sought her 
out after this meeting in search of emotional support. She told Mary that she had felt 
ganged up on and mistreated. Mary reported her own observation that there was no 
sense in Alice that the CAS had an obligation to support the library or that the library 
is a campus-wide unit which provides significant services to her faculty and students. 
She simply views the library as another competing unit for which she has no 
responsibility.15 When I asked Mary if she thought Joe could have gotten more 
money, she replied that he might have, had he presented his case more aggressively. 
She suggested that he might have gotten as much as $50,000. On the other hand, it 
could have gone the other way. 
                                                     
 
 
15 I have to wonder if this is an unintended consequence of the change in title from University 
Librarian to Dean of Library. Would the academic deans view the library differently if they did not 
view it as a competing sister unit? 
  
 
Funding the Academic Library Page 239 
 
 
 This meeting became notorious on campus. Everybody had heard all of the 
colorful details and had opinions about what had occurred. Even the president of the 
university made a not so veiled reference to it during her interview. She cited it as an 
example of cooperation among the deans.  When I broached the topic with the 
provost very late in the fall semester, he was quite forthcoming about his intent. 
“I don't think it is always the case that the provost has to broker the deal. So, if 
you're talking about the infamous meeting where there was a give back and they had 
to give some money to the library and I said go away and solve it. Right? It was sort 
of a leadership test for me. How will they do it? Well, they failed miserably. Right? It 
erupted into a fight.” 
Since we had reached the part of the interview in which we were discussing 
Cialdini’s principle of reciprocity, the provost described how that principle plays out 
in his decision making: “I think that's kind of where the whole notion of do I owe this 
person something or what is my role in contributing to the greater good. Right? And 
you're right though, as I think about the dynamics of that meeting as I understand it -
- I wasn't there -- there is resentment around a particular dean. So when that dean 
didn't step forward there was tension, right? And I think that what I tried to do when 
I came in right away as the provost was to sort of ease up some strictures around 
travel, around those sort of things that would make faculty sort of feel that I was 
advocating for them. Maybe I was trying to get that reciprocity feeling, you know, 
going. Subconsciously or subliminally. But I don't feel that I did that with the deans. 
I think as a leadership team you sort of step back and say, ‘Okay what's the greater 
good?’  And that isn't have you done something for me or you haven't done 
something for me. I think that's sort of devoid of your decision making. Right? I 
always say that one of my litmus tests is, when I lay my head down on my pillow at 
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night, (if) I've made the best decision in the interest of the university, not me -- 
because that comes at a political cost -- not the faculty, not just the students but for 
the university -- then I've done my job.” 
 
 
5.8 Strategic Planning, Budget Building and Speed Dating 
The budget planning process at Urban State is cyclical and can be divided 
into three stages that occur simultaneously. Together, they cover a minimum of three 
to four years at once. There is the closing out of the previous fiscal year, the 
allocation and management of the current fiscal year and the planning for the coming 
fiscal years. Another distinction to make is the difference in the types of budgets that 
exist. There are operating budgets, capital budgets and the harder to grasp strategic 
planning budget. During her interview with me the president described it this way: 
“So, okay. So the allocation process. You know, basically, I start with a brief 
conversation with our vice president for finance administration because in the end, a 
lot of the work will be done in his shop. But and we look toward whatever year it is 
because in any given year, we’re in three budgets. We’re in the one we’re in. We’re 
auditing last year’s and planning for next year’s. And in fact, with regard to our 
planning cycle, we’re actually looking at one more. So [Urban State] has something 
called the University Planning and Budget Council. And basically it is really the 
beginning of the beginning. And in the fall of every year, we have the four vice 
presidents come forward, one each meeting more or less, and present their goals and 
their budget requests.” 
It is important to note that this is a fairly new process at USU. When 
President Sophia was hired, she brought with her the planning processes from her 
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former public university. Her first step was to hire consultants to help the college 
create a meaningful and inclusive strategic plan for the university. Next, she re-
activated the University Planning and Budget Council (UPBC). There had been a 
previous version of this body which had withered away from irrelevancy years 
before. In fiscal year 2013-2014, the UPBC had been in operation for only three 
years. Everyone on campus was still struggling to understand its mission and how the 
work of the council fit into the larger scheme of things. From the vice presidents on 
down to the civil service staff, there continued to be confusion over things as 
elementary as “was there funding attached to the process?” and “what constitutes a 
strategic project?” Here the president goes on to discuss the role of the vice 
presidents: 
“And so they have to relate to the strategic plan. They have to be understandable. 
And of course, they’re always going to ask for more money than there is. But if you 
don’t ask, then nothing will happen and these are the ideas, the progress, and so 
forth. The spring of every year, their basic projects are all listed in a common 
template. And all of the constituencies, they go out, the reps go out to their 
constituencies and say, “Tell us what you think.” And there can be oral discussion. 
There’s also this opportunity, you don’t really want to call it to vote, but to register 
your interest and your view of what’s more important and what’s less important. 
Then that group comes back together. They analyze the data and they make a 
recommendation and it has a lovely proper name, but we actually affectionately call 
it the March Memo. Because the March Memo is UPBC’s summary recommendation 
to me and the vice presidents for in effect two years out. But at that point, it is one 
and a half years, you know. It’s just always moving. So then we visit about those 
recommendations and the VP for finance administration puts a price tag on them and 
  
 
Funding the Academic Library Page 242 
 
sort of decides where the cut off is by dollars. You know, we all agree that this is 
either the right order or no, I’m going to pick this one and move it up here. And I’m 
moving this one aside, but always because, and so you explain you know, why that 
went away even though everybody wanted to do it.” 
My first impression of this process was heavily influenced by how it was 
described to me by the dean of the library, a member of the library faculty who was 
also a member of the UPBC and others. People viewed it cynically as an attempt to 
make the university community feel involved in the planning process, a nod (and a 
wink) to shared governance. As I continued to observe the process throughout the 
year, though, I came to a different understanding of the importance of the council’s 
work. My analysis, over time, became more nuanced. Here are some basic facts: The 
UPBC’s planning process is for the most part an unfunded mandate. The total 
amount of project requests in any given year reaches into the millions of dollars. The 
president’s office has approximately $300,000 set aside for one time expenditures 
and another $300,000 for ongoing expenditures in support of UPBC priority requests. 
The council always works on projects three years out from the current fiscal year. 
During my field work they were focused on FY 2016. This means that whatever 
projects are chosen as priorities will have no impact on the current fiscal year’s 
operating budget nor most likely the next. Each member of the council represents a 
specific constituency within the university community, from the administration to the 
students and everybody in between. It is the council’s vetting process which allows 
each constituency to hear about the proposed projects, judge them and ultimately 
offer their individual ranking of each project. The council members bring that input 
back for collection and analysis and a final list of ranked projects is prepared. 
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After the council makes its recommendations to the president and the VPs, 
the top administrators will often take a look at the rankings and choose those projects 
which they feel should be implemented immediately. They then attempt to identify 
ways in which to fund them immediately or in the short term. They have even been 
known to find funding for projects that have received very low rankings from the 
council, if they felt that it was an administrative priority that the university 
community didn't appreciate. One example of this from the previous year was a 
request for funds to purchase an expensive customer relations management (CRM) 
software package. The administration believed that this software would assist in the 
important task of recruiting new students and boosting enrollment. Somehow the 
urgency of that need was not adequately communicated to the university community 
and the CRM proposal received a very low ranking. Nevertheless, the VPs found the 
money to make the purchase. Other projects favored by the constituencies languish 
year after year. 
There is still a great deal of confusion at the deans' level about the process. 
The deans have a difficult time distinguishing between a strategic plan-based project 
and an on-going operating expense. Any major new initiative will bring it with it on-
going staffing needs. Uncertainty over how often to keep submitting the same project 
if it was unsuccessful or even successful in the past is endemic. The deans are not 
sure whether they should continue to re-submit their projects. This year, at Provost's 
Council, they were told to re-submit as often as they wanted. This information was 
met with laughter by all present as they appreciated the hopelessness of those 
instructions. 
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There is also confusion also over which areas are responsible for different 
types of projects. Within the Academic Affairs division, there were several project 
proposals that clearly could have fallen under University Technical Services (UTS) 
or Facilities Management or even the development office. One hallmark of this 
administration’s budget structure is the fact that unit heads are not given control of 
their own capital budgets. If they have a technical or facilities based need they have 
to work through the appropriate vice president while engaging the provost as an ally. 
Each project has to be approved on a case by case basis. Even the provost has to 
approach the VP for Finance for funding of major facilities or technical projects. 
Something as commonplace as a renovation to an aging chemistry laboratory or an 
upgrade to a smart classroom has to be vetted by the VP for Finance. Given the 
nature of this financial dependency over the years, the deans at Urban State appear to 
have lost faith that their specific needs would be addressed. One of the new provost’s 
goals for his first few years was to wrest control of those funds from the VP for 
Finance. In the meantime, the UPBC process is the only vehicle they have to put 
their units’ needs forward. 
The description of the process offered above seems fairly rational and 
reasonable. What remained to be observed was the process by which the academic 
affairs division came up with and prioritized their internal requests. I was able to 
observe this process first hand at a meeting of the Provost’s Council which is 
composed of the provost and members of his staff including all of the academic 
deans, the dean of the library, as well as all directors and coordinators of programs 
reporting to Academic Affairs. The number of attendees varies from nineteen to 
twenty-one. This group meets bi-weekly on Thursday mornings, alternating with the 
meetings of the Deans’ Council, a much smaller group. On the occasion when there 
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is a major issue to discuss, the provost will sometimes hold these meetings 
sequentially on the same day, dismissing all non-deans at the end of the Provost’s 
Council meeting and, then, having lunch brought in for the Deans’ Council meeting. 
The conference room on the second floor of the Student Union where the 
council often meets, is a large, airy corner room with two giant walls of floor-to-
ceiling windows facing the Quad. The paint, carpeting and furniture have all seen 
better days and are beginning to look a little shabby. Rectangular plastic conference 
tables are grouped in an open horse shoe shape with extra tables brought in as 
needed. 
 
Figure 13: Field Map – Provost’s Council Meeting 
 
 
Provost’s Council meetings are used by the provost mostly to communicate 
decisions, discuss on-going issues as well as to solicit input. Agendas are kept to a 
minimum and are distributed by the administrative assistant the day before the 
meeting. Just as with the Deans’ Council meetings, every agenda ends with the item 
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“Rumor or Real.” This represents an opportunity for each member to ask a question 
about a rumor heard on campus or to share a rumor with their colleagues. Sometimes 
the rumors are true and are treated as good news. Other times the rumors are treated 
as false by the provost and then discussed. The provost makes a concerted attempt to 
instruct the members of the council on how to “shape the message” when 
communicating within their departments. With the exception of the provost, the vice 
provost, and the assistant to the provost, who all sit at the head table in close 
proximity, all other members sit in various positions around the tables. There is no 
discernable pattern to their choices as far as this researcher can see. The provost 
takes pains to ensure that all attendees are seated around the table as opposed to 
along the wall and will ask sometimes ask for additional tables to be brought in for 
this purpose. 
During a regularly scheduled meeting of the Provost’s Council, all deans, 
directors and coordinators in Academic Affairs were asked to prioritize the 
previously submitted projects. The twenty-three projects were listed in a six page 
excel spread sheet -- small font, crowded text cells, bearing no numeration or page 
numbers. The project sponsors were given one minute to pitch their project request to 
the group in a lightening round. Nobody seemed to do an adequate job. As a whole, 
they were not prepared and seemed not to take it too seriously. The projects ranged 
all over the place, big and small, one time and ongoing, appropriate and 
inappropriate, expensive and cheap. Requests for a new whiteboard in a sociology 
classroom might be listed next to a million dollar request for a major department 
renovation. There was massive confusion about what was fair game and what was 
off-limits. There was confusion even about the budget year under discussion. Once 
the mini presentations were over, the provost divided up the room into three groups 
  
 
Funding the Academic Library Page 247 
 
and tasked the groups with prioritizing the project proposals. He wanted the top 
fifteen selections from each. The groups were then given fifteen minutes to 
accomplish this at which point the provost left the room. 
The process proved problematic from the very beginning. The groups had 
trouble organizing themselves due to the lack of enumeration on the spread sheet. 
There were neither any page numbers nor item numbers. As people flipped pages 
back and forth, they tried to keep up with what others were discussing. There was no 
way to locate items quickly. Within the group I was observing, no leader emerged at 
first. The discussion was aimless and fruitless. People did not even know how to 
approach the decision making, what criteria to use or how to compare apples and 
oranges. As the time pressed on, the atmosphere in the room became raucous and 
ribald, even giddy. It was as if people didn't really believe that this could be serious, 
that it could actually matter. Numbers were being tossed out with nonchalance. 
Shouts and irreverent commentary were traded among the groups. Towards the end, 
the tone of the meeting became frenzied and frenetic. The stronger voices carried the 
day. One woman from enrollment management services would say, "I'm not feeling 
this one." and people would meekly annotate their list with a “no.”  The seating 
arrangement failed to provide any measure of privacy or confidentiality. The groups 
were uncomfortably close to each other and could hear the discussions taking place. 
In fact, they were close enough to hear their own proposals being denied in a flippant 
manner.  At one point, after overhearing the dean of the library dismiss one of his 
proposals, the interim dean of the College of Business yelled over, “Fine! See if I 
support your library now!” There was no time for anything but first impressions and 
knee-jerk reactions. As the minutes ticked by, decisions came faster and faster. 
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Almost no real thought was going into each request. This was group decision making 
at its very worst. Speed dating without the alcohol. 
When the provost returned precisely fifteen minutes later, nobody was ready. 
He gave them all five more minutes and left to get himself a fresh cup of coffee. That 
same woman from enrollment services, at this point, became hyper aware of my 
presence and pointed out to the group that I was furiously taking copious notes. She 
made a joke about how this will look in my dissertation. Everybody guffawed. Later 
on, when she caught me recording one of her dismissive comments in my notes, she 
made another joke. I laughed along with her.  
When he came back again, the provost asked for the spokespeople to make 
their reports for the groups. Joe volunteered to be our reporter. Each group identified 
their top fifteen priorities in order. There did not appear to be any agreement amongst 
the three groups. Joe was pleased to see that the library space plan fell into the top 
two or three priorities in each group. The provost thanked the participants and 
without further discussion moved the meeting along to the next agenda item. 
Overall, the feeling I came away with was that this was a ludicrous exercise. 
There were people, such as the director of international programs, who simply opted 
out of the experience altogether and read his email on an iPad for twenty minutes. 
I'm sure there were others who were similarly disengaged. I have to wonder what the 
provost was thinking when he chose this particular process with its severe time 
limitations and little opportunity for real debate, defense or thought. On the one hand 
it could have been a gift on his part -- to spare the deans and directors a protracted 
process which would ultimately result in the same unfunded mandate. Perhaps this 
was his way of giving the process the respect it merited. Had there been real 
(immediate) money at stake, I have to believe that it would have gone much 
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differently. The provost had the option of, say, turning this into a day-long retreat, 
off campus, with time for deliberation and interaction. Ultimately, I think he felt that 
it wasn't worth taking up his people's time for something that wasn't going to be 
result in any real funding. On the other hand I don't think that he had the option of 
just taking the list of requests and making unilateral decisions on his own. He had to 
be able to say that he had solicited feedback from his management team and taken 
their opinions into consideration. So he chose the most expeditious way to do it.  
At the next meeting of the Provost’s Council, the budget manager for 
Academic Affairs brought in 15 sheets of paper and a collection of sticky, colorful 
dots. Each sheet bore the name of a specific project. All of the members were given 
fifteen dots. The provost instructed the members to put their dots on the projects they 
felt were most important. They were free to place all of their dots on one sheet or to 
group them in any other way they chose. When the provost saw me watching the 
proceedings with great interest, he invited me to vote as well.  I declined but did 
walk up to the table when the voting was over (arms tucked carefully behind my 
back) to see the results. This process resulted in clear winners and losers. Some 
sheets were filled with colorful dots, others bore only a few or none at all. Again, 
without further comment or discussion, the budget manager collected the sheets and 
the meeting moved on to the next item on the agenda. 
Ultimately, I came to the conclusion that the UPBC process is a necessary 
element of the university's budget planning process for many reasons. It does fill an 
important need to engage in shared governance. It does force the administration and 
the university community to try to think about the “big picture” and to plan ahead for 
future projects. Most importantly, it acts as a sort of endurance test for new ideas. If a 
particular dean has a project that they believe in strongly, the enthusiasm, the skill 
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and the persistence with which they champion it throughout this process seems to be 
rewarded eventually with funding. The UPBC process, flawed as it is, provides a 
way for ideas to percolate up to the VP level and for them to evaluate which ideas 
have staying power. Those ideas that they feel merit funding are supported through 
funds outside of the token strategic plan budget.  Joe reminded me that this was just 
the first filtering exercise, that the provost would ultimately make his own selections 
from the top fifteen priorities ranked at the VP meeting, and that all of the VPs are 
doing the same thing in their divisions.  In her interview, President Sophia allowed 
that the operating budget is the natural extension of the strategic planning process 
and the work of the UPBC. Those projects with strong support and staying power 
eventually become operationalized. 
I believe this to have been the case with the library's remodeling project. It 
was put forward last year to the UPBC and it received a high ranking from the 
community. As a result, the president found $200,000 to pay for an architectural 
space plan to be conducted. Now that the architects have been on campus, meeting 
with people, presenting early versions of their plans and now that the dean of the 
library has put it forward once again to the UPBC it has begun to take on a life of its 
own. The more you talk about it, the closer it comes to fruition. Of course, as a dean 
you need to be alert to any negative feedback you receive from higher up and, more 
importantly, know when to stop talking. 
 
5.9 The Library Café 
I have discussed earlier in this report the extraordinary power that the vice 
presidents at Urban State University, and especially the vice president for finance, 
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hold. There is no clearer example of this power, born of long tenure in one 
institution, than that of the library café. 
It is also an example of the importance of interpersonal interactions impacting 
funding for the library.  Ben, the retired dean of the library at Urban State, had 
advocated tirelessly for a small coffee shop and lounge area on the first floor of the 
library building. The funding had come through shortly before my study commenced 
and the complex task of planning for and implementing this project had begun. A 
vendor had been identified to run the café, a project manager from the facilities staff 
charged with seeing the project through to completion. It proved to be a long, tedious 
process. Unforeseen problems with plumbing and electrical issues delayed progress 
quite a bit. At every stage there were labor issues with the various unions involved in 
the project. Costs rapidly exceeded the set aside budget. 
Early in the spring semester, the university project manager informed Joe, the 
current dean of the library, that they were over budget and that there would be no 
money left over for furniture and lighting. Joe would have to find the money in his 
own budget.  Of course, he had none and was faced with the very real possibility of 
furnishing his shiny new café with discarded pieces from the basement store rooms. 
He was distraught. The next day Joe ran into James, the outgoing VP-Finance in the 
cafeteria. James, who had served at Urban State for over thirty years had recently 
retired and was spending an extra couple of weeks on campus to help the new VP, 
Ted transition into the job. James greets Joe over the salad bar and asks, "Hey what's 
going on with the Cafe?" The dean tells him what has happened and the VP says, 
"Don't worry about it. I've still got some pots of money I can access. Send me the 
numbers." The dean of the library says "That’s great! Should I copy Ted on those 
numbers?” To which the James replies, "Ted who?"  Meanwhile, the money has 
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been found and discretely funneled to the proper account, the furniture and light 
fixtures have been ordered, all because of a chance encounter in the cafeteria.  
Liking? Commitment & Consistency?  Several days later, Joe and his wife took 
James and his partner out for dinner and drinks. Over drinks, James commented that 
he "was just trying to keep hold of these pots of money so he could move stuff 
around." 
After dinner, back at home, Joe’s wife commented to him that "it was kind of 
interesting how he could move this money around." Both came to the conclusion that 
what James had done was probably ethical. Apparently the retired VP had regaled 
them with stories about other similar circumstances involving people at the 
university for which he had been able to solve problems.  He also told stories of 
things that he thought were unethical that he put a stop to during his time in the 
office.  After hearing this story, I commented to Joe that the VP-Finance is a very 
powerful position. The dean agreed with me and noted that James’ long tenure in the 
job allowed him to consolidate his power very effectively.  
On the last day of my embedment on campus I was able to purchase a cup of 
coffee from the recently opened café. The stylish new furniture, the gallery style 
lighting, and exhibition space for future art shows were all nicely in place. They 
weren't quite ready yet to provide food, but the coffee machine was working fine. 
The Library Café looked beautiful and Joe couldn’t have been happier.  
 
5.10 Update (post fieldwork) 
 As I write this report in late September of 2014, I have been keeping abreast 
of developments on campus by virtue of frequent telephone calls with the dean of the 
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library. In addition, my email account at Urban State remains active and I continue to 
receive university-wide announcements. In our most recent conversation, on 
September 25, 2014, I asked Joe about the budget allocation process in the new fiscal 
year. I knew that things were not going well because I had seen an email from Brian, 
the associate dean of the library, addressed to the teaching faculty informing them of 
some drastic cuts to the collections: 
TO: All Faculty 
FROM: [Brian ...], Associate Dean of Libraries 
DATE: August 15, 2014 
RE: Library Budget 
Dear Faculty Member, 
[USU] is faced with a reduced budget this fiscal year and all parts of the university 
are working to address the shortfall. After reducing several lines in the Library’s 
budget, we still needed to cut $176,000 from collections. As the Associate Dean and 
Collection Development Officer, I have been working closely with the Library 
faculty to develop a strategy that seeks to minimize long-term adverse effects on our 
collection and information resources upon which you and your students rely. 
Because the Library had to finalize the bulk of its financial commitments with 
publishers, database producers and other vendors by July 1st, the beginning of the 
fiscal year, Library faculty and I had to make decisions in May and June. The 
following decisions were unanimously voted on by Library faculty: 
1. The Library will not purchase books, DVDs, CDs, etc., during the fall semester. 
Exceptions are any titles which are an immediate and absolute necessity for a class. 
If inflation on our journal and database subscriptions is less than predicted (we won’t 
know until January), we may be able to purchase a small number of titles in the 
spring semester. 
2. Orders for books and other resources that are part of a series and that are renewed 
annually have been cancelled for this fiscal year. Please review the list of titles which 
are included. 
3. Several online databases have also been cancelled for this year. Please review the 
list of databases which are cancelled. 
4. No significant cancellations of journal subscriptions will be made at this time. 
However, such cancellations may need to be made in the future. Therefore, your 
subject librarian may be contacting your department later this year to discuss 
prioritizing journal titles. 
If you have any questions or concerns, please contact me […] or your subject 
librarian. 
These were difficult decisions for all of us in the Library. However, we have 
specifically selected resources that can be restored or purchased at a later date 
if/when funds become available. The Library administration and faculty are working 
closely together to develop new funding strategies to stabilize the collection budget 
for future years. [Office of the Associate Dean of Library, personal communication, 
August 15, 2014] 
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The dean of the library informed me that the allocation from the state capital 
for this fiscal year was essentially flat once more. Enrollment, though, was down by 
5.35% and the university was scrambling to cover operational costs. This situation 
was made more difficult by the fact that the state disbursement for the previous fiscal 
year was still in arrears by $7 million.   
None of this came as a surprise to the administration. President Sophia had 
written a memo to the university community on May 6, 2014 warning that the state’s 
appropriation could fall anywhere between level funding to a decrease of 12.4%. 
Nothing would be known for certain until the end of the legislative session later in 
May. In the same memo she forecast a 10% drop in total enrollment over last year. 
She attempted to assure the community that she and the vice presidents were 
planning accordingly. 
At the direction of the provost, the library had prepared budget reduction 
scenarios for 4.6%, 5% and 10%. Despite the flat allocation from the legislature, the 
provost instructed Joe to implement the 5% scenario. When the associate dean’s 
memo to the faculty went out, Joe reports that the response was overall positive. The 
teaching faculty, especially those that have not heard much about the budget situation 
from their own deans, were grateful for the transparency. Joe had also addressed his 
fellow deans at a council meeting and encouraged them to speak with their faculty 
members about the budget reductions. He did not want the faculty blindsided by the 
cuts to the library’s acquisitions. 
It was interesting for me to hear Joe’s description of an encounter with the 
provost at a recent social event. Charles approached Joe, drink in hand and said, “I’m 
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going to need more money back from you.” To which Joe replied, “Well, how 
much?” When the provost answers, “I’m not sure yet,” Joe’s inner alarm bells go 
off. Having been in this situation once before, Joe knew better than to offer up 
everything he had. When he did so last fiscal year, in an earnest effort to be seen as 
supporting the new provost, the entire amount was taken. This year, despite knowing 
that he could probably pull together $30,000, Joe offers only $20,000 and it was 
promptly accepted by the provost. Lesson learned. Another small victory for the dean 
was the first installment of a hard won allocation of indirect funds.  In the past, the 
library had never received a portion of those funds tied to grant awards. After a fair 
amount of advocacy on this issue, the provost agreed to give the library a modest 
portion of those funds. This year, that amounted to $42,000. Joe is still exploring 
how he’s allowed to expend that money. He would like to use it to support faculty 
travel to the next ACRL (Association of College and Research Libraries, US) annual 
conference in Portland, Oregon.  
Joe had shared with me his concerns over the future of the library staff in the 
Technical Services department. He worried about what would happen to those jobs if 
the budget prohibited the library from buying new materials. I asked him about this 
and learned that the staff is still keeping busy handling all of the cuts to continuations 
and processing those books and other materials that had been previously ordered. Joe 
calculates that there are about six months’ worth of actual work left for that staff to 
perform. After that he doesn't know what they’re going to do. Or what he will do 
with them. The dean is very concerned that, despite his best efforts to keep them 
apprised of the budget situation at monthly meetings, the library civil service staff 
simply do not understand the depth and breadth of the financial situation. He tells me 
about the head of cataloging who recently turned in her normal request for supplies 
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which included hundreds and hundreds of book spine labels despite the fact the no 
new books were being purchased. Why? Because she had always done so at this time 
of year. It is inconceivable for her that this basic, time honored library function could 
not be supported for the foreseeable future. 
Publishers and library vendors are struggling as well. Some publishers are 
offering Joe generous payment plans which allow the library to pay only a portion of 
their bill immediately and put off making full payments until a later date. Joe is leery 
of this because he has no reason to believe that he will have any more money six 
months from now.  The problem is that there is not one temporary factor creating this 
financial mess. It's a combination of ongoing factors which show no signs of letting 
up. And so, the dean of the library does his best to address immediate issues and put 
into place plans for an indeterminate future. "It's like punting,” he says, “I just keep 
kicking the ball downfield." 
 During our recent telephone conversation, I asked Joe about the situation with 
the College of Arts & Sciences. There has been no news about the dean of CAS or 
her position. Alice continues to appear at most meetings and run her college. There is 
no more open talk about firing the dean or splitting up the large college. Yet Joe tells 
me another story which illustrates the extreme disconnect between the CAS and the 
rest of the Academic Affairs division. At a recent meeting of the deans’ council, all 
of the deans were directed to come in with a list of all of the vacant faculty positions 
they would like to fill. Each dean had four or five such positions. Unfortunately there 
were only four positions total for the entire division. Due to the financial exigencies 
facing the university, this year the president had deviated from past patterns and 
scooped up all vacant positions for redistribution of those funds. In the past, the 
library dean had been able to keep his personnel savings and do the redistributions 
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internally. This year, the president gave back only four positions to Academic 
Affairs. 
The purpose of the meeting was for the deans to negotiate over who would 
get which positions. The provost and the vice provost were present but did not lead 
the discussion. Alice was not there. Sam, one of two associate deans within CAS 
attended in her place and came in with five position requests.  Joe took the lead in 
this meeting and proposed to his colleagues that since there were four positions and 
four deans with staffing needs that they each take one of the positions and be done 
with it. Sam wouldn't take the deal. He insisted repeatedly that CAS needed all of 
their five positions filled.  Lucy, dean of CoE, pointed out to Sam that if a vote took 
place he needed to realize that he might get none of his positions. Therefore, it was 
safer to take the one position.  Still, he insisted on his five positions. At the end, the 
provost stepped in and said, "Let's honor the process. Go ahead and vote." Joe 
reiterated to the group that he would be voting for one each. He had gone around the 
table and asked each dean which of his or her vacant positions was their highest 
priorities. Then he pledged to vote for that one. Eventually, Sam complied and chose 
one position as his highest priority. The provost and vice provost were silent 
throughout most of this interaction.  As the dean of the library recounted it, "We 
weren't trying to convince Sam to give up positions, we were trying to convince him 
to do the right thing. There were only four positions. We needed to share whatever 
little wealth there was."  
I asked Joe how the provost was doing in his second year in the job. Joe’s 
assessment is that the provost is still under siege. He still has the faculty union 
dogging his every step. As Joe puts it, "He's taken some hits." Despite the fact that 
the provost has made it a habit to produce hard data out of the university’s own 
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Office of Institutional Research, to justify some recent decisions, the faculty refuse to 
believe that this data is credible. At the last meeting of the board of trustees, the local 
union representative stood up during the public comment section and complained 
that the provost was "bullying the faculty with data."  Joe worries about the 
atmosphere on campus, "It's pretty sad, I'm really upset about it."  
On a brighter note, the library space plan was finally mentioned in the 
president's state of the university address this fall. It was mentioned as part of her 
"Decade of Dreams" discussion. Joe had been disappointed last year when the library 
was left out of this discussion completely. It is highly significant that the president 
has made the public commitment of placing the library space plan within her ten year 
framework of big projects to be accomplished. The architects have submitted their 
completed space plan and have produced a budget for the full remodel. The total 
figure has been put at $30 million. Joe is feeling good about the funding for the first 
phase of the library space plan. He believes that the president is going to be able to 
CoBble together the $1.4 million needed for phase one. He understands, though, that 
each of these phases are interdependent. That once you commit to the first phase, a 
domino effect commences. You have to keep finding the money for the next phase 
and the one after that, etc.  
The new El Colegio campus has opened this fall semester to great acclaim. 
The library space is intact although Joe continues to deal with problems such as 
computers that were never ordered.  The staffing issues for the library space have 
been resolved and Joe will have a professional position, a civil service position and 
several graduate student assistant positions to help run the service.  The Library Café 
is operational and quickly becoming a popular spot on campus for people to gather. 
Small victories all, but each one meaningful. Despite the oppressive economic 
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climate, the dean of the library has managed to maintain excellent relations with his 
fellow deans and administrators. It is on the foundation of these relationships that 
each small victory has been built. The dean of the library makes light of this, “So, 
really, nothing has changed. More of it, but nothing has changed." He doesn’t have 
time to revel in past accomplishments, there is too much work to be done. The 
planning has begun for the new Education building and it is already taking up a lot of 
Joe’s time. The education faculty and Lucy, the Education dean, are asking for a 
dedicated subject library in their new building. They have grand plans for it, plans 
involving collections and services not currently offered, such as a full Makers Space 
for the community. Joe laughs about this with an equal measure of alarm and relish. 
He knows that he and Lucy will make a good team when it comes to making these 
dreams come true. 
 
5.11 Afterword 
 In a discussion of the issue of authorship and other ethical dilemmas that arise 
in the writing of ethnographic texts, Goodall Jr. (2000) observes that:  
Every text, every story, privileges someone’s point of view. The question 
“who owns the truth about a culture?” is not easily resolved by simply 
increasing the number and diversity of voices in a text. Indeed, what you 
might gain in ethical display, you may lose in narrative coherence (p. 162, 
ebook edition). 
 
The stories included in this ethnographic report represent only a small portion of the 
over three hundred pages of field notes that resulted from the study. The field 
journals include countless other stories of meetings observed, conversation had and 
situations encountered. All of these were processed for analysis through the coding 
process and presented as findings in the previous chapter. Yet the stories selected for 
the ethnographic report in this chapter were chosen because, as a collection, they 
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offered the most cohesive picture of this moment in time for this organization and its 
people. I wanted to capture the sense of transitional leadership within a culture of 
insular intransigency. I needed to represent the impact of the ongoing economic 
recession, the catastrophic incompetency of the state in supporting its public 
institutions. The stories about the new library dean and the new provost, about the 
flaws in the historical operating budget allocation process, about the unwieldy 
strategic planning budget process and the descriptions of the main characters as they 
emerged all work together to paint a picture. As I selected these stories I wanted to 
stay open to whatever narratives arose from the field notes as opposed to searching 
only for those that were related to my theoretical framework.  
Consequently, this report speaks not so much to Cialdini’s theories of 
influence and persuasion but to the true struggles of real people attempting to do 
their best within what can only be described as a dysfunctional institution. And yet, 
the theme of interpersonal relationships and the impact these have at all levels of 
decision making are self-evident. Every decision springs from an interaction, a series 
of interactions or a history of interactions.  
 What we see in Joe’s struggles to grow into a competent library dean in the 
midst of a harsh economic climate and confusing leadership from the administration 
is a strong need to establish his credibility and to find the best way to interact not 
only with the provost but also with his fellow deans. We see him wanting very much 
to be that “provost-in-waiting” while also managing his dwindling resources and 
still, moving his library forward. He is very concerned about his likeability. He is 
learning how to negotiate and how to strategically present information for optimal 
results. He is doing his best to forge stronger relationships with the decision makers, 
his colleagues and his staff. 
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These stories are told from the perspective of the researcher. They represent 
my understanding of what I witnessed. This understanding though, was subject to 
member checks throughout my embedment. When I had doubts about my take on an 
event, I would ask one of the participants for clarification. No doubt that these same 
stories could be told from multiple perspectives. In the interest of what Goodall Jr. 
calls “narrative coherence,” though, I could only present my own and hope that it 
offers an accurate version of reality. 
 
5.12 Conclusion 
 In this chapter, the researcher offered a discussion of the ethnographic field 
report as a methodologically distinct way of presenting findings. In referencing the 
remarks of Fetterman (2010) and Humphrey & Watson (2009) the researcher 
observed that ethnography is both a research method and a product. The act of 
writing the ethnographic field report is an act of analysis separate from that of coding 
data. It is a way of processing the information that results in a vivid depiction of the 
culture and people at the study site. It involves greater personal commitment from 
the researcher and a greater amount of reflexivity. By choosing enhanced 
ethnography as the presentation style for the report, the researcher made a 
commitment to representing the reality as closely as possible while at the same time 
applying some novelistic techniques. Furthermore, the researcher also made the 
decision to present her field notes in what Neuman (2011) refers to as the 
“postmodern” style. 
Postmodernists object to presenting research results in a detached and neutral 
way. The researcher or author of a report should never be hidden when 
someone reads it, but his or her presence needs to be unambiguously evident 
in the report. Thus, a postmodern research report is similar to a work of art. 
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Its purpose to stimulate others, to give pleasure, to evoke a response, or to 
arouse curiosity. 
 
For this reason, the researcher appears as a character in the retelling. 
Moments of reflexivity on the part of the author are intentional and necessary, as is 
the use of the local speech patterns and vernacular usages recorded in the field notes. 
The resulting report is colloquial, colorful and vivid and stands in stark contrast to 
the other sections of the dissertation. This is by design.The ethnographic report is 
comprised of several narrative arcs which arose naturally from the field observations 
over the course of the fourteen months of embedment. These arcs were chosen for 
their emblematic qualities and presented in a sequential manner. Characters and 
situations which arose in the findings chapter are discussed in greater detail in the 
field report and with more commentary. Characters are described in more minute 
detail, events are represented as they occurred with grat use of sensory detail.  
Whereas the findings in Chapter 4 present the data in a formal, traditional, academic 
manner which serves very well to address the research question, the ethnographic 
report in Chapter 5 explores that same data in a very different and complimentary 
manner. Taken together, the two analytical approaches create a more complete and 
complex picture of the study findings. 
 The chapter offers an updated report which revisits the field site after the 
embedment period was over. It serves primarily to bring closure to those story lines 
which were left in mid-strand. Finally, the chapter offers an afterword segment in 
which the author analyzes some of the conclusion she drew from the process of 
writing the field report. 
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Chapter 6:  Conclusions  
6.1 Introduction 
 In this final chapter of the dissertation, the author presents an overall review 
of the research study. A follow-up review of the literature that situates the results of 
this study within the existing canon is presented. In this section, the author provides 
meaningful linkages to past studies in both the library literature and the higher 
education literature. A consideration of the rationale for the methodologies chosen 
for this study is also provided. The author comments on all aspects from the choice 
of a study site to the effectiveness of the research techniques employed. 
In the following section of this chapter, the author draws conclusions from 
her findings and applies those conclusions to the research questions which guided 
this study from the outset. A visual model of the findings is proposed and discussed. 
Next, the researcher outlines the assumptions, delimitations and limitations of her 
study as she perceives them. This is followed by a discussion of the significance of 
the research from differing perspectives – the research, the methodological, the 
theoretical and the practical significance are all considered. Finally, the author 
proposes several recommendations for future research which were suggested by her 
own findings. 
6.2 Review of the Findings 
In the following section, the researcher will re-examine the original research 
questions which guided this study. The test of any research project is how well the 
findings address the proposed research question whether the results be positive or 
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negative. The questions, formulated at the earliest stages of the research, serve to 
guide the entire project, from the initial readings, to the chosen methodology to the 
analysis of the data. The primary question for the current study was as follows: 
How are funding allocation decisions regarding the academic library 
impacted by social influence events and interactions? 
The information gathered in the current study indicates that the university 
which served as the study site was impacted by at least two different forces which 
affected decision making in the budget allocation process. These are the external 
forces and the internal ones. External forces can be viewed as the larger economic 
context, the political context within the home state, the current state of higher 
education in general and how it is perceived, demographic trends or demand for 
services, and the requirements issued by accrediting bodies. Urban State University 
found itself buffeted by the fiscal constraints not only of the national economic 
recession but also the budget woes of the state from which they receive their funding. 
As the interview with Senator Johnson revealed, the political environment within the 
state capital also impacted not only what was available for allocation but also how 
those decisions were made. Despite the employment of a government relations 
director and lobbyists, Urban State does not have the ability to direct and manage 
those external forces. The president and board of trustees can only hope to influence 
decisions made off-site by managing relationships with legislators serving on the 
higher education allocation committee. At the same time, USU was grappling with a 
steady decline in student enrollment which had an immediate effect on their 
operating budget. Again, despite the employment of recruitment and enrollment 
management specialists, the university could not with any degree of confidence alter 
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that demographic shift. Instead, they purchased expensive customer relations 
software to improve how they communicate with prospective students. 
The internal factors observed by the researcher were the current, local 
university context and its organizational culture, the internal politics, the 
interpersonal relationships among the key decision makers and the deans (as well as 
among the deans). The relationships that occur within the university context form the 
basis for influence and persuasion among the participants. Through negotiation, 
communication and social acts, the participants impact how decisions are made. 
The model of social influence in the university presented in the Findings 
chapter depicts the two major forces of external and internal contexts. It also depicts 
the directions in which communication and influence is exerted within the internal 
university context with the dean, as middle manager, in the middle. The findings 
indicate that Cialdini’s principles of Liking, Reciprocity and Commitment and 
Consistency are all in evidence and operating primarily within the internal context on 
an interpersonal level. The dean must manage relationships both up towards the key 
decision makers and administrators while at the same time managing relationships 
with the faculty, staff and students. 
The Cialdini principles of Authority and Social Proof were found in evidence 
primarily in the external context on an institutional level. The president and vice 
presidents sought advice and new ideas from comparable and aspirational 
institutions, read the professional literature and attended national conferences. In 
their interviews, the president, the provost and the vice provost were quite clear in 
their belief that solutions to internal problems were often found outside of their own 
institution and were proactive in their search for this kind of information. It was also 
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acknowledged that the use of external consultants was also beneficial for 
implementing solutions to internal problems. 
The researcher was unable to find any conclusive evidence that the Cialdini 
principle of Scarcity was active at Urban State University. It is unclear whether this 
was due to the difficulty in detaching the Cialdini concept of Scarcity from the 
prevailing economic context of scarcity as understood by the participants or whether 
it is a definitive null finding. The term may simply have been too fraught with 
economic meaning to be viewed in a social psychological framework. The possibility 
exists that Scarcity as an influence tactic is not observable within a university 
environment because of the nature of the organization, how it is structured and the 
services it offers. What works well in a used car lot or late night commercials may 
not work as well in the Academy. It is possible that a separate study with more 
precise instruments would have different results. 
Among the findings of this study was that of the complex, multi-layered 
processes which impact funding allocations. As President Sophia explained in her 
interview, at any given point in time during the fiscal year, there are as many as four 
budget years in progress: settling accounts from the previous year, managing the 
current year, planning for the coming year and undertaking strategic planning for the 
near future. There is no one formal process which encapsulates the funding allocation 
process at Urban State University. To begin with, there is the allocation for the 
annual operating budget which is the only process that has a semi-formal component 
involving a budget request and a budget defense between the dean and the provost. 
The operating budget consists primarily of the personnel lines and the contractual 
services lines from which library materials are paid. At Urban State this continues to 
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be a largely historically based budget with only minor changes as necessitated by the 
university’s overall budget allocation. Within the operating budget there is a fair 
amount of movement of funds between the deans and the provost. This movement is 
locally referred to as “Scoop” funds and “Scoop Back” funds. At certain points in the 
fiscal year, deans are asked to return unused monies to the office of the provost 
where it can be re-allocated at his discretion. The job of the dean of the library in this 
case is two-fold, careful management of his funds so that no dollars are seen as 
“scoopable” by the provost and the need to successfully petition for additional funds 
from the provost for new projects. Both of these processes rely quite heavily on the 
nature of the relationship between the dean and the provost. The Cialdini themes of 
Liking and Reciprocity are fully in play throughout these negotiations. 
There is also an assortment of budget lines administered directly by the vice 
presidents. Among the vice presidents, the chief financial officer was by far the most 
powerful fiscal administrator and kept close control over many discrete funds which 
he disbursed at will. One example is the budget line for capital expenditures which is 
administered exclusively by the CFO. Neither the provost nor his deans have any 
direct access to these funds. Instead, individual requests must be made by the deans, 
through the provost, to the CFO on a case by case basis. During the study period, the 
researcher was able to observe how the newly hired provost began a quiet campaign 
to take the responsibility (and ownership) for some of those funds away from the 
CFO. Charles instituted an internal prioritization process by which the deans created 
a list of technology and equipment requests as a division which was then submitted 
to the CFO. It was a new challenge for the academic deans to have to consider and 
evaluate the requests of their colleagues and attempt to prioritize these against those 
of their own colleges. Many of them struggled to make the transition. The Cialdini 
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themes of Reciprocity and Commitment and Consistency were very much in 
evidence during this process. The provost also made a successful effort to have 
indirect funds assigned to his division automatically as opposed to returning to the 
office of the CFO. Each dean within his division was then given an indirect funds 
line in their operating budget for which they were responsible. Charles also 
undertook the battle over the Cash Reserves fund which was also administered by the 
CFO. During the year of observation, the provost mounted a quiet yet persistent 
campaign to divert some funds which had been funneled directly into Cash Reserves 
at the end of the fiscal year back into the division budget. The fact that the long-
serving and powerful CFO recently retired and a new external hire made, offered the 
provost even more opportunities to make other changes to the budget process at 
Urban State. 
Yet another layer of the funding process is that of the strategic planning 
budget as represented by the University Planning and Budget Council. As described 
in chapters four and five, the UPBC process is relatively new and misunderstood by a 
large portion of the university community. Largely derided as the president’s pet 
project and as an unfunded mandate forcing protracted discussion of future projects 
which may never see the light of day, the UPBC process emerged in these findings as 
an important factor. In the opinion of the author, the UPBC serves as a proving 
ground for the staying power of new proposals. It is a way for the president to vet 
new ideas and gauge the support they have within the university community. Those 
unit leaders who persist in their advocacy for their projects over several years and 
successfully manage the relationships on campus associated with their projects stood 
a better than average chance of ultimately securing funding. The library space plan is 
an excellent example of this kind of tenacity. What first began several years earlier as 
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Ben’s vision for a major remodeling of the library building was rewarded with a 
modest fund with which to hire an architectural firm to draw up designs. After his 
retirement, the new dean of the library took up the task of pushing the even larger 
agenda forward. His task was to secure the approximately 30 million dollars needed 
to complete the renovation of the library. Through persistent yet non-aggressive 
advocacy, Joe has managed to have the library space plan supported by the university 
community through the UPBC process for two years in a row. In her interview with 
the author, President Sophia acknowledged that it was her job to find the money for 
this project. Both Ben and Joe had done their part in developing the vision and 
securing wide spread and on-going campus support for that vision. This support was 
built on years of maintaining excellent relationships with key administrators and 
colleagues, building a history of credibility as good fiscal managers, demonstrating a 
commitment to the university’s overall mission and engaging in reciprocal acts as 
needed. During her interview, the president also mentioned a visit she had made to a 
private university in the same city as Urban State. That campus had recently finished 
a major renovation of their library building. Part of her visit consisted of a tour of 
that facility which she greatly admired. It was clear in her recounting of that trip that 
she respected what that college had accomplished and that she considered it her 
challenge to attempt to do as well for her own. More than any other individual theme 
that emerged from the data, the narrative arc of the library space plan brought 
together the Cialdini themes of influence and persuasion as well as many other 
themes such as communication, socialization, negotiation, trustworthiness, 
credibility, etc. It is clear in the findings that the Cialdini themes may be applied to 
the budgetary decision-making process within a university setting. They are evident 
both overtly and latently.  
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The researcher was interested as well in discerning whether the findings from 
this study could be used to inform academic library leaders to position themselves 
strategically and develop improved support within their organizations. The findings 
from this study indicate that Cialdini’s principles can, indeed, be a part of a 
successful leadership strategy within academic libraries. First and foremost, any new 
or aspiring library leader must have a lucid understanding of the culture of higher 
education in general and specifically in their own institution. They must also have a 
clear grasp of the role of the information professional within the academy going 
forward into the future. Additionally, they must have an appreciation of how their 
own role will change when they make the transition from faculty member to 
department head to associate dean and dean. Each one of those progressions 
necessitates a greater outward focus away from their previous technical or subject 
specialty and a greater responsibility for managing relationships with key 
administrators. Although this study did not focus on social emotional intelligence, 
the author believes that is a closely related topic which should applied to the library 
setting.  Given the prominence of Liking as an influence tactic, future library leaders 
will have to comprehend what that entails, how to earn and maintain it. Reciprocity 
and the need to be seen by others as a team player, willing to sacrifice on occasion 
for the good of the cause are also skills that can and must be developed. Although the 
“rogue dean” narrative in this study emerged from one of the colleges, not the 
library, it does illustrate the havoc caused by one middle manager without the social 
emotional skills nor the political skills needed to successfully advocate for her unit. 
Another narrative arc which emerged in the data set was that of the “new 
dean” finding his way and learning how to do his job. During the course of this study 
Joe made the transition from interim dean to dean of library. He had only been 
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interim for a few months when the study commenced, having already made the 
transition from associate university librarian. This rather rapid ascension in rank 
allowed the researcher to track the developmental curve along which Joe progressed. 
That, in and of itself, would have made for an interesting study. Although Joe had 
already absorbed many of the lessons learned at the side of the retired dean of the 
library, there was a further refinement in his deployment of social skills and 
influence tactics needed. At the conclusion of the study, Joe had developed from a 
cocky, self-assured, even brash newcomer to a more thoughtful and cautious 
manager and ultimately to a more confident leader not just of his unit but within the 
organization. Although the library at USU continues to lose its share of the 
university’s overall operating expenditures, the dean has succeeded in securing 
supplemental funding for projects of different sizes benefitting the library and the 
university community. Although funds have yet to be earmarked for the renovation 
of the library, it seems to be widely accepted by everyone from the president on 
down that the renovation will occur. Given the economic context in which this is 
happening, it must be seen as a triumph of persistent and skillful advocacy that this 
project has not been set aside indefinitely. 
The findings from the current study serve to fill the gap in the literature as 
described in the literature review offered in chapter two. While the literature from 
Social Psychology informed and set the theoretical context for this study, it is the 
overlap of the research between higher education studies and the literature on 
academic library leadership that indicated a need for further work. In both cases, the 
literature specifically related to organizational studies and the study of leadership 
effectiveness were the most informative. By drawing from and extending the work 
  
 
Funding the Academic Library Page 272 
 
done in all three fields, the researcher was able to enrich and supplement the current 
state of knowledge on the subject of funding the academic library.  
 
6.3 Contributions  
Introduction 
 The contributions of this study are two-fold. There are the contributions to 
theory and methodology, and those to practice.  With regards to theoretical 
contributions, the author states that the work herein provides a response to the many 
calls for future studies in both the higher education and library leadership fields 
especially those focused on leadership effectiveness. The literature review in chapter 
two identified multiple studies which urged more research based on theoretical 
frameworks borrowed from the social sciences and specifically, social psychology. 
In the library literature, especially, there were also calls for more work which unified 
the existing work on leadership effectiveness and drew linkages among them. By 
doing both, employing a theoretical framework from social psychology and 
extending the work of past researchers, this study creates a solid foundation for a 
new body of research on leadership effectiveness in higher education and in 
academic libraries.  
 This study also presents a model of how to apply ethnographic research 
techniques to the study of leadership effectiveness, a practice not often seen in the 
existing literature. Ethnography, by its very nature, is very labor and time intensive. 
Most researchers would be reluctant or simply unable to spend a year or more in the 
field – the minimal amount of time necessary for a significant study – to observe an 
organizational culture in such depth. Yet, this study demonstrates how achieving 
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acceptance by the members of the culture and gaining access to important meetings 
and events, the researcher is able to gather data or information that would not 
otherwise be available. The researcher believes that future ethnographic work done 
in libraries, beyond those focused on user services, would uncover and elucidate 
many areas of interest. 
 With regards to contributions to the practice of library and information 
science education, the author asserts that a focus on training a new generation of 
library leaders must include a curriculum devoted to social influence and persuasion. 
This study has demonstrated the importance of interpersonal social skills at the 
deanship level for successful advocacy. It has also demonstrated the deeply human 
(and therefore imperfect) quality of decision making within the university. Future 
library directors and deans would benefit from a strong grounding in the structure of 
higher education and an understanding of the role of the information professional 
within it. It is not sufficient to train information professionals in ever more arcane 
technical proficiencies. Over the course of a forty or fifty year career they are 
unlikely to remain technicians for more than the first quarter of that time. If they 
wish to advance upwards through management and administration, the social and 
emotional skills will become ever more important to their efficacy and success. 
Library and information studies program must address this need. 
In the sections below, the author will re-examine some of the literature in 
both of those areas and underscore how the current work builds on and extends 
previous studies into leadership effectiveness. It will also discuss the ethnographic 
contributions and, finally, will comment on the contributions to the practice. 
 
6.3.1 Higher Education Theory 
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In this section the author takes a second look at the literature and theory of 
higher education leadership and makes connections to her own work. It is interesting 
to note that, unlike the field of library and information science, within the field of 
higher education leadership studies, there are many publications which borrow from 
the study of organizations for insight -- much more so than does that of library and 
information science. Some of the predominant themes mentioned in the literature 
review of this study were: shared governance; power as influence, informal power 
and networking; organizational culture; communications communities; perceptions 
of political behavior; leadership effectiveness; and the role of the CAO and the Dean 
in the university. All of these themes arose in the observations of the researcher 
during her embedment at Urban State. In many cases, the authors of these earlier 
studies lamented the dearth of research based on social psychological theory and 
theories from other social sciences. What follows is a more detailed look at how the 
findings from the current study relates to the existing research in higher education. 
Birnbaum (2011) looked at university governance from the perspective of 
power and influence. He discussed the “dualism of controls” necessitated by the co-
existence of both an executive hierarchical structure and a collegial structure at the 
faculty level and the conflicts that arise as a result. Birnbaum recommends different 
theoretical approaches to the study of organizational leadership including trait 
theories, power and influence theories, behavioral theories, contingency theories and 
symbolic and cultural theories. He describes influence theory as an “attempt to 
understand leadership in terms of the source and the amount of power available to 
leaders and the manner in which leaders exercise influence over followers through 
either unilateral or reciprocal interactions with them” (p.309). The researcher 
definitely saw evidence of this “dualism of control” issue at the study site. Both the 
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university administrators and the faculty senate leadership struggled to push their 
agendas forward and to communicate with each other (a process much hampered by 
the work of the faculty union representative who set a divisive and confrontational 
tone in all of her dealings with the administration). Both sides claimed to have the 
best interests of the entire university in mind yet had very different understandings of 
what that entailed. Both the provost and the president relied on regular Town Hall 
meetings, frequent email announcements, open office hours and the occasional social 
event on camps to reach out to the faculty and staff and communicate on the issues of 
the day. The provost worked very hard to coach the deans to serve as conduits of 
communication within his division. Most meetings of the Deans’ Council and the 
Provost’s Council involved a reminder from the provost that group decisions ought 
to be presented as such to the faculty instead of autocratic edicts from the 
administration. Managing the message was an important priority for the provost. 
Lindner (2008) describes university organizations as resembling organized 
anarchy. His study looked at how an institution’s organizational culture impacts 
incremental change management. His findings underlined the importance of leaders 
with high degrees of emotional intelligence.  Tierney (2011) described organizational 
culture as a spider’s web of structure, constructed of individuals, social groups and 
influence. Among his findings was the importance of understanding the local culture 
so as not to transgress its norms and traditions. At Urban State, the researcher was 
able to observe the delicate process of a new provost attempting to find his place and 
assume his duties. In his interview, Charles revealed that he had definitely been hired 
as a change agent, both by the president and by the faculty members who served on 
his search committee. Although he came in with a clear mandate to change the 
organization, he found the reality of actually making changes very challenging. 
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There were issues that he handled in a very skillful manner such as assigning the 
interim dean of the library to the permanent position without conducting a national 
search. In that situation, Charles quietly networked, communicated and sought 
consensus (both verbally and in writing) from all interested parties over a period of 
three months or more before announcing the assignment. His actions in this case 
were viewed as being respectful of the organization and its processes. In a less 
successful example, the provost ran into a great deal of faculty resistance when he 
attempted to make last minute changes to the course schedule at the beginning of a 
new semester. Concerned over the budget shortfalls and lackluster enrollment 
figures, the provost felt the need to cancel several course sections with low 
enrollment. Although he had been warning the academic deans about this issue for 
most of the previous year, emphasizing the need for “scheduling efficiencies,” not all 
of the deans followed though. His actions resulted in outrage among some members 
of the faculty who saw this as an attack on their contract and threatened to enter into 
a labor dispute. In this example, the faculty felt that their organizational culture had 
been disrespected by the actions of the provost. Had timing and fiscal constraints 
allowed, the provost may have spent more time working through his deans to address 
this issue. 
Parsons (2011) explored the phenomenon of communication communities – a 
group of people who have been bound together as a byproduct of their collaboration. 
This group undergoes a common experience and develops a common language, signs 
and symbols. Over time they form very strong emotional, intellectual and moral 
bonds.  This was clearly demonstrated in the findings of the current study. Key 
administrators at Urban State University who had participated in protracted faculty 
contract negotiations freely admitted to having bonded very strongly with their 
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fellow negotiators. They emerged from the negotiations as a cohesive group. It 
would be difficult to quantify the many ways in which those relationships resulted in 
favorable decisions supporting the library over the years, yet it is clear that the past 
library dean had been very well regarded by the administration during his tenure and 
that that regard was extended to his successor. Both Mary, the vice provost, and Ben, 
the retired dean of the library, brought this up during their interview and spoke about 
it in a positive way. These relationships were viewed with jealousy and some 
resentment by those administrators that had not been involved in the negotiations.  
Birdsall (1995) wrote about the micropolitics of budgeting and the 
importance of informal power and networking. He described the budget allocation 
process as an ongoing contest for control and influence. Birdsall found that the 
personal impression conveyed by campus administrators was often unintended or 
unconscious.  This phenomenon was observed time after time by the researcher at 
Urban State during her embedment. Administrators’ appearance, actions, speech, 
intentions, and even non-verbal interactions are dissected and analyzed relentlessly 
by members of the community – oftentimes out of context. No amount of carefully 
crafted image management can counter the sometimes negative effect of this 
inexorable surveillance and judgment. There was one ongoing issue of contention at 
Urban State during the study period which demonstrated this phenomenon. The 
LGBTQ community on campus was up in arms over the anti-gay sentiments publicly 
espoused by a world leader whose name graced one of the more important buildings 
on campus. They issued repeated calls for renaming the building and stripping it of 
all association with the foreign political leader. Despite several conciliatory 
communiques from the president’s office on the issue explaining why the name 
could not be immediately changed, despite the fact the provost was sympathetic to 
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their cause and openly condemned the politician’s comments, sentiment on campus 
became very negative and leaked into different arenas. Within the library, certain 
faculty members refused to help mount an art exhibit sponsored by the provost over 
their perception of his action or inaction on the naming issue. This was less than a 
year into his tenure in office. 
Ly (2009) examined community college administrator perceptions of political 
behavior during planned organizational change. Among the findings of this study 
was the concept that politically perceptive individuals a) exhibited a high level of 
awareness of workplace politics, b) recognized how to manage their relationships 
with other organizational members in a socio-political environment, and c) 
considered timing when taking action. The leadership traits associated with this, were 
anticipatory thinking, calculated patience and role acting. It is this political behavior, 
Ly tells us, that influences others towards compliance. The findings from the current 
study which seem to relate best to these earlier studies revolve around the planning 
for both the library renovation project and the construction of the new campus for El 
Colegio. The researcher takes particular note of Ly’s findings about the importance 
of role playing. Over the course of the year-long embedment the researcher was able 
to observe many interactions concerning these two projects in which both the provost 
and the dean of the library engaged in role playing. There were some meetings at 
which the provost took on the role of naysayer, admonishing the dean of the library 
repeatedly that there were no funds available for the library renovation. In some 
meetings, he took a genial tone and in others a harsh and caustic tone in trying to 
manage the dean’s expectations. In other meetings, the provost took a much more 
supportive approach and attempted to brainstorm with the dean about different 
funding options. The library dean, in turn, had to adapt to each version of the provost 
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and manage that relationship in order to keep his renovation project moving forward. 
Joe often found himself being deferential to a cranky provost, apologizing to others 
on his behalf and then doggedly approaching the provost once more to keep his 
project from being scuttled. 
There are many articles on the role of the chief academic officer or provost as 
well as the role of the academic dean within the university. Holyer (2010) describes 
the CAO as a cultural bridge between the board of trustees, the president and the 
faculty. Serving almost as an ambassador between two different cultures, the provost 
must have a good understanding of both cultures and serve as an interpreter. Holyer 
emphasized the importance of good communication skills and well developed social 
emotional intelligence. The “conversations” that Holyer discusses can also be viewed 
as relationships. Andrews (2005) examined the role of the dean in academia. He also 
describes the budget request process as a conversation. As a middle manager, the 
dean must manage communications and relationships both with the administration 
and the faculty and staff. Thrash (2012) reviewed different leadership styles and 
found that Participative and Transformative leadership were the most desirable 
styles. Both require excellent communication skills. He also described the dean as a 
mediator and facilitator between the executive level of the university and the faculty.  
In the same vein, Rosser, Johnsrud and Heck (2003) studied leadership effectiveness. 
In their findings, the deans’ midlevel placement in the university hierarchy forced 
them to perform as coalition builders, negotiators and facilitators. They view the 
deanship as having shifted from a primarily scholarly role to an entrepreneurial and 
political one.  After noting that effective leaders know how to obtain the cooperation 
of other people to attain organizational goals, the authors underscore the importance 
of future research on leadership effectiveness based on theoretical constructs from 
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other fields such as psychology and social influence. The themes of relationships, 
communication and negotiation were all powerfully present in the findings of the 
current study. Based on the findings of her study, the researcher believes these 
themes to be inextricably linked to the Cialdini themes of Liking, Reciprocity and 
Commitment and Consistency. 
Yagil (2008) discussed the phenomenon of mimetic isomorphism first 
described by DiMaggio and Powell in 1983. It describes the degree to which 
organizations model themselves on each other especially in times of stress or crisis. 
Yagil observed that this was not always a good thing, especially when the borrowed 
solution did not fit the local context. He also warned of the effect of organizations 
rewarded (by accrediting agencies and funding sources) for being similar to other 
organizations in their field and the resulting homogenization of higher education.  
The current study’s findings especially as related to Cialdini’s Social Proof and 
Authority principles support Yagil’s claims. Multiple instances of key administrators 
looking for new ideas at conferences and bringing them back to campus, reading 
articles in the academic press to stay on top of new trends, and communicating on a 
regular basis with colleagues at other institutions across the country emerged from 
the data.  
Lastly, mention must be made of a very recent article which appeared in the 
Chronicle of Higher Education’s special digital supplement, Vitae. In it, columnist 
and university administrator, Allison Vaillancourt wrote about the need for academic 
administrators to accept and embrace “politics” as a way to accomplish institutional 
goals. 
“I don’t do politics” is a common refrain among academics. And there are 
many who believe that all it should take to move a proposal forward are solid 
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data and the power of a good idea. Unfortunately, it takes a good deal more 
than that. Relationships, coalitions, reciprocity, mutual interests, influence, 
and more formal and informal authority must be considered. There is 
extensive social science research on all of this, but too few people are using 
it.” (Vaillancourt, 2014)16 
The literature of higher education leadership is rife with authors’ recommendations 
to turn to other social science fields for theoretical frameworks which would offer 
new approaches for research. Social psychology, in particular, is often mentioned as 
a rich source for the study of organizational culture. There appears to be a dawning 
realization that the study of social influence and persuasion will provide important 
answers to many questions. The researcher believes that the current study serves as 
an example of social science research employed in the cause of better understanding 
the organizational decision making culture of universities. 
 
6.3.2 Library and Information Science Theory 
The following section considers the library literature on the topic of 
leadership as it appeared in the literature review chapter and discusses the 
vinculations with the findings in this study. Among the dominant themes which 
emerged in the literature review were: library advocacy; organizational politics; 
influence as power; influence tactics such as assertiveness and coalition building; 
influence as communication; formal versus informal power; managing relationships 
                                                     
 
 
16 https://chroniclevitae.com/news/774-you-don-t-do-politics 
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and leadership effectiveness. All of these themes emerged as well in the findings of 
this study. The researcher was interested to find that, just as in the literature of higher 
education, authors writing about library leadership pointed to a lack of studies based 
in other, relevant social studies fields. Even these recommendations for future 
research directions are at a much earlier phase of development than in higher 
education. There have been only a handful of authors who have mentioned social 
influence as a subject of interest and even fewer who have actively pursued it. Those 
authors focused on advocacy studies have begun to explore the possible insights 
offered by the study of influence and persuasion. The current study provides an 
important early step in that direction. 
Julie Todaro (2006) was the first author within the library field to mention 
Cialdini’s theories of influence as a possible avenue for research into effective 
advocacy specifically for academic libraries. While she did not carry out this 
research herself, she did encourage future researchers to follow this line of inquiry.  
Simmons-Welburn, McNeil and Welburn (2007) studied the use of influence tactics 
by library deans and directors to influence peers and administrators. Their work does 
not mention Cialdini, relying instead on Kipnis, Schmidt and Wilkinson’s Profile of 
Organizational Influence Strategies (POIS) as a theoretical framework (1982). “Our 
study is an exploratory attempt to open the prospect of observing advocacy as a 
strategy to exert power and influence beyond the walls of the library to other 
campus-level decision makers” (p.297). Primarily interested in instances of lateral 
influence, the authors found that of all the POIS measures they surveyed, 
assertiveness and coalition building were the most important influence traits. Their 
study found a correlation between an institution’s Carnegie classification and the 
aggressiveness of influence strategies at work. The larger the university, the more 
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forceful the influence tactics at play. Thus, even within formal or hierarchical 
structures, influence manifests itself in lobbying, coalition building, and other tactics 
of organizational politics that affect decision situations.  The authors indicated the 
need for continued research in this area using more qualitative methods. The findings 
of the current study may well align with Simmons-Welburn, McNeil and Welburn’s 
(2007) observations. Urban State University, listed by the Carnegie classification 
system17 in 2010 as a “Masters Colleges and Universities I” is a medium sized 
publicly funded institution. The researcher observed that while several influence 
tactics were in evidence at the study site, their utilization appeared to be at times 
random and disordered. The cause of this may be difficult to pin down. The 
researcher believes that the combination of the current fiscal constraints and the 
transitional administrative period in which the institution finds itself leads to a 
somewhat disorganized political climate on campus. During the study period, the 
academic deans were learning for the first time how to manage their own personnel 
budget, how to collaborate in the decision making process regarding the budget for 
the Academic Affairs division and learning also how to interact with each other 
throughout. It would be interesting to do a follow-up study of the same institution to 
ascertain whether the influence tactics become more refined or more aggressive over 
time. 
                                                     
 
 
17 http://www.carnegiefoundation.org/ 
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Early studies from the 1980s failed to appreciate the role of influence in the 
budget decision making process (Gillespie, 1980; Craddock, 1986; McCarger, 1984; 
Holmes, 1983). They depicted the role of the dean of the library as being library 
centered, not outwardly focused towards the rest of the university and they 
minimized the importance of political activity. Gillespie’s findings indicated that 
quantifiable variables were the most important in budget decision making (i.e., 
income, enrollment previous budgets, inflation, etc.). Craddock’s study demonstrated 
that the library faculty and staff of the 1980s were not in favor of the dean of the 
library operating outside of the library to any great extent. McCarger’s study found 
that political activity on the part of the library dean played only a minor role in the 
decision making process. Holmes’ study found that levels of outside influence were 
not related to perceptions of the dean’s power in library decision making. Since then, 
there has been a tremendous shift in how we perceive the role of the library dean or 
director. 
The 1990s ushered in a new era of scholarship and evidence based studies 
related to academic library leadership. Carla Stoffle (1993), in particular, wrote many 
articles depicting the library budgeting and change management process in academic 
libraries. In those articles, she talks about courting allies, soliciting advice, 
identifying keywords and phrases used by the executive level decision makers and 
building support. She describes the ways in which key administrators talk to and 
influence each other and how they look to other institutions for emerging trends and 
themes. Stoffle made her own attempt at influence by publishing an article targeted 
at university administrators in which she described the evolution of libraries from 
storehouse model to gateway model to knowledge management model and she 
analyzed the budget implications for each stage (Stoffle & Weibel, 1995).  In 2011, 
  
 
Funding the Academic Library Page 285 
 
in the midst of the economic recession, Stoffle and Cuillier published a piece in 
which they described the need for library administrators to look for alternate sources 
of funding.  
To thrive, libraries will need to use sound business-management practices, 
align themselves with campus learning and research goals, nimbly apply new 
technologies to improve service and reduce costs, utilize benchmarks in 
implementing best-services practices, and provide value-added library 
services -- all while staying true to the guiding principles of 
librarianship(Stoffle & Cuillier, 2011, p. 130).  
The authors underscored the need to anticipate and influence change, rather 
than being incapacitated or blindsided by unwelcome change based on budget cuts or 
other sudden disruptions (Stoffle & Cuillier, 2011, p. 136). In their view, 
communication is key. It must occur via multiple channels, be aggressive and 
exercised constantly. The findings of the current study illustrate this shift in the 
person of the retired library dean. Over the course of his twenty-five years in that 
position, Ben evolved from a library-based administrator interacting primarily with 
the provost to a campus-wide and state-wide leader with a much broader focus. In his 
interview, Ben noted that he did not feel empowered to make this change until his 
associate university librarians had developed the necessary skills to handle the day to 
day management of the library in his absence. He also discussed the importance of 
attending conferences and reading the appropriate literature in order to stay up to 
date with new trends in libraries as well as higher education. He observed that he 
never wanted to be in a position in which he was surprised by the president or the 
provost bringing a new issue or trend to his attention. The current dean of the library 
absorbed many of these lessons from his predecessor, chief among them the 
importance of transparency and communication. Throughout the budget cycle, Joe 
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made certain that both the library faculty and the staff were kept informed of the 
fiscal realities impacting the campus and their effect on the library. 
Linn (2008) studied the use of formal and informal power or what he referred 
to as micropolitics employed by library directors in the budget request process. Mash 
(2008) looked at the use of the “Garbage Can Model” within university decision 
making and identified the role of the “entrepreneur” who understands how to 
successfully frame his unit’s funding needs to the larger organization. Ly (2009) 
examined administrator’s perceptions of political behavior during organizational 
change. The findings from these studies and others like them focus on the ability to 
manage relationships and act within a larger organization by recognizing and 
engaging in appropriate political behavior.  
Weiner (2003) and Fagan (2012) published extensive literature reviews on 
the topic of academic library leadership. Both authors noted the lack of studies 
related to effectiveness of library directors and noted that future research is needed in 
the areas of professional networking, social skills, relationship building, and 
influence especially in an outcomes based perspective. 
Fagan’s study noted that the library literature on leadership effectiveness is 
disconnected within its own field and from leadership studies in other fields. She 
recommends that future research look to other fields such as psychology for relevant 
theoretical frameworks. In partial response to these calls for more research into social 
influence, Dr. Ken Haycock, then of San José  State University’s School of Library 
and Information Studies, brought together a small group of researchers interested in 
exploring library leadership and, specifically, this aspect of library advocacy. Cheryl 
Stenstrom, Mary Jo Romaniuk and the author of this study were members of this 
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group as doctoral students in the Gateway PhD program. Their research, although 
varying in their methodologies and research questions, when taken together, forms a 
significant first step in the study of influence and leadership. 
Stenstrom and Haycock (2014) used the Cialdini theoretical framework in 
their study of the role of influence in decision making in the public library context of 
Alberta, Canada.  Their findings showed that the two most important tactics at play 
in that context were Authority and Commitment and Consistency with Liking also a 
strong factor. Stenstrom, Roberts and Haycock (2014) looked at influence tactics in 
municipal and public library partnerships. In this study, they found that Authority 
and Liking were the two principles most in evidence. It is interesting to note that the 
findings from the current study, while concurring with the general premise of 
Cialdini’s principles, found a different set of individual tactics at work in the 
university environment. In this study, Liking and Reciprocity were the most 
significant tactics observed with Social Proof a close third. 
In so far as the present study picks up precisely where all of the 
aforementioned studies leave off, it presents a significant reply to these authors’ 
recommendations for future research. It bridges the gap between higher education 
studies, organizational studies, social psychology and library leadership and offers a 
new approach to the study of academic library leadership. By using the Cialdini 
theory of social influence and persuasion, this study took up that challenge and 
produced significant results that could just as well be applied to the field of 
organizational studies. 
 
6.4 Significance of the Research 
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Although the main intent of this study was not to develop a new theory or 
even to modify an existing theory, it did set out to test the applicability of an existing 
theory within a heretofore unexplored context. Therefore the theoretical significance 
of this study may be described as an extension of Cialdini’s theory of social 
influence and persuasion. No one theoretical framework could hope to describe the 
complex and multi-layered process by which organizations are run and decisions are 
made. An attempt to study how the individuals within an organization impact and 
influence each other is an important component of what must be a larger research 
agenda. The author thus proposes that the research significance of the current study 
lies in its contribution towards that agenda. 
The methodological significance of this study lies in the use of ethnographic 
methods to study an aspect of library leadership. As discussed in chapter three, 
ethnography as a research method has gained significant popularity among 
researchers looking primarily at user studies in libraries. The results of these projects 
have served a practical purpose in redesigning library user services on university 
campuses. To date, the researcher is not aware of any other ethnographic study 
applied to library administration and leadership. Hopefully this study will inspire 
other researchers to use ethnographic techniques to examine issues in leadership 
effectiveness and perhaps develop suggestions for improved leadership models. 
With regards to the professional significance of the current study, the author 
believes that the current trend in the nation’s graduate schools of information science 
of offering ever more advanced technological skills training may well result in a 
generation of library workers who have no leadership training. This upcoming 
generation of technocrats will have no adequate preparation for the intensely social 
interpersonal relationship skills needed to advocate successfully for their libraries 
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and to perform within socially complex work environments. While those 
technological skills are essential for entry level and even mid-level positions, it is the 
much “softer” people skills which they will need to foster in order to progress and 
excel. Aside from learning how to manage a budget, perform human resources 
functions and lead strategic planning efforts, tomorrow’s library leaders must also 
learn how to manage the professional relationships with key decision makers in their 
institutions. There have been some information science programs more recently that 
have understood the importance of these “soft-skills” and have adapted their 
curriculum accordingly. One example is that of the Marshall School of Business at the 
University of Southern California, where they have recently begun to offer a “Master of 
Management in Library and Information Program.” No doubt, there are others moving in 
this direction. This study and others like it may help to alert information science 
educators to this predicament and perhaps to consider adding more leadership 
content to their curricula. In the shorter term, the author hopes that this study will 
have an impact on current library administrators who may have opted out of the 
political hurly burly of their campuses thereby abdicating the possibility of gaining 
any benefits for their libraries. 
 
6.5 Assumptions, Delimitations and Limitations 
Neuman (2011) defined the concept of assumptions in research as “an 
untested starting point or belief in a theory that is necessary in order to build a 
theoretical explanation.” He goes on to explain that in the social sciences, researchers 
make assumptions about the nature of human beings, social reality or a specific 
phenomenon (p. 61). This study began with the assumption that Cialdini’s theory of 
social influence and persuasion was a plausible way in which to understand the 
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decision making process in a university setting. Although previously untested in that 
context, the researcher believed that this description of the social psychological 
aspects of decision making were reasonable enough to warrant further study. A 
further assumption made by the author was that ethnography and its attendant 
methods of semi-formal interviews and participant observation was the method best 
suited to uncover the Cialdini principles at work. It allowed the researcher to become 
an insider in that particular culture and observe the participants as unobtrusively as 
possible. Furthermore, the researcher assumes that the behavior observed and the 
responses to the interview questions on the part of the participants were honest and 
truthful. 
Delimitations can be characterized as the group of decisions the researcher 
makes in designing his or her study. Delimitations, therefore, are elements within the 
control of the researcher. They both limit the scope and define the boundaries. By 
virtue of the research problem, the present study had to take place in a university 
setting, preferably an accredited university with a functioning library. Furthermore, 
for logistical reasons, the study site had to be accessible to the author. A willing and 
supportive gatekeeper had to be found and approached. By choosing ethnography as 
her methodology, the researcher had to commit to the observation of one study site in 
one geographical location for a prolonged period of time. All of this contributes to 
the delimitations of the study – one specific site (a state-funded university); at one 
specific point in its organizational history; with one set of participants. The results of 
this study could have varied considerably had any of these factors been different. For 
example, a similar study performed at a large, private, well-funded university may 
have generated a completely different data set. As would have a study performed 
within a rural community college. 
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The researcher chose to use the library as the focal point for her study, 
spending much of her time shadowing the dean of the library and observing his 
interactions with both decision makers and with other deans. This choice was 
predicated by the research question and her own interest in advocacy for academic 
libraries. Interview participants included a state senator, the president of the 
university, the provost, the vice provost, both the current and retired deans of the 
library and a faculty member of the University Planning and Budget Council. The 
researcher decided not to interview the other academic deans in an attempt to remain 
focused on the case of the library and to maintain a manageable data set. The vice 
president for finance and management or chief financial officer (CFO) was not 
interviewed for two reasons: 1) he did not make decisions directly impacting the 
operating budget of the library but allocated funds in bulk to the provost for re-
allocation to the Academic Affairs division; 2) of all the study participants, the CFO 
was the least available to the researcher by virtue of his schedule and his very 
guarded personal demeanor. Fortunately, the researcher was able to observe the CFO 
on several occasions (i.e., meetings of the board of trustees, the vice presidential 
council and development council meetings, small meetings with the dean and the 
provost, etc.) and to ask questions about his relationship with both the provost and 
the dean of the library. Although he was on the verge of retiring, the CFO turned out 
to be an interesting case study in influence and is highlighted in the ethnographic 
report in chapter five (see “The Library Café”).  Even with this hindsight the author 
continues to believe that an interview with this participant would have yielded 
responses which were less than forthcoming. 
Although the researcher was able to observe many different types of 
decisions made over the course of the study, she attempted to maintain her focus on 
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those involving funding for the library. It was at times difficult to untangle one type 
of decision from another. An example of this was the planning for the construction of 
the new El Colegio campus which would ultimately include a small library space and 
service. The dean of the library collaborated in the planning for this campus as a 
member of two different task forces. He also contributed to the discussion of what 
the library space should look like and how to staff it. Throughout the period of 
observation this project was treated as a side issue by the dean of the library, not a 
focal point on his agenda. Therefore, the researcher chose not to pursue this planning 
process in detail. 
Limitations are defined as potential weaknesses in your study that are out of 
your control. The choice of a particular research methodology usually entails one or 
more limitations. A qualitative, ethnographic study such as this is no exception. The 
design of this study involved a prolonged period of time embedded at one specific 
site. The ensuing geographic, political and economic boundaries associated with that 
time and place had a clear impact on the findings. As did the specific period in the 
life of the organization being studied and the key players available for observation. A 
change in any one of those variables may have produced slightly different findings. 
From 2013 through 2014, Urban State University was an organization under stress 
and in transition. The resulting findings then must be seen as a snapshot of the 
circumstances in place during one period of time in one organization. It is likely that 
a similar study carried out in a different university context experiencing a different 
set of economic circumstances would result in different findings. The researcher 
hopes that through the use of rich description and verbatim quotations she succeeded 
in offering a realistic portrayal of the study site as it exists presently. 
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There are always study limitations based on the researcher’s own biases and 
limitations. The author’s own background in academic libraries as an administrator 
was earlier mentioned as a possible bias. With that background came a host of 
possible expectations and biases which could have tainted the data gathering and the 
analysis. Throughout the study the author remained aware of this possibility and 
made every effort to retain the outsider perspective so important in ethnographic 
work. The researcher had previous relationships with two of the study participants, 
the associate dean of the library and the vice president for development. In both 
cases, though, those individuals were not key participants in the research. They were 
not interviewed nor were they the subject of focused observation.  
The period of time spent on campus represents its own possible limitation. 
Were fourteen months of participant observation sufficient to answer the research 
questions? Could better answers have been generated by a longer period of 
embedment? It is possible that the answer to the latter is yes. Yet, the researcher 
believes that the ability to observe the end of one fiscal year and the entirety of 
another fiscal year was sufficient for the purposes of this study. A longer period of 
embedment would most likely have resulted in much greater redundancy in the data 
set. 
 As Van Maanen (2011) phrased it in Tales of the Field: On Writing 
Ethnography, the value of ethnography lies in the decision to examine a culture, to 
analyze it and to tell its story. The author of this study set out to tell the story of one 
university, at one point in time, within a specific theoretical framework. What 
emerged was a vivid and detailed portrayal of how that community of decision 
makers related to each other and to the larger world around them and how those 
relationships impacted the funding of the academic library. 
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6.6 Future Research Directions 
The author would like to see future studies which employ ethnographic 
techniques applied to leadership effectiveness in academic libraries. What makes one 
library director more effective than another? Are these innate skills or teachable 
skills? Can they be developed via continuing education in mid-career? Ethnographic 
studies such as this one with a focus on decision making process at different types of 
institutions (i.e. small privates, large privates, community colleges, large publics, 
etc.) would be an excellent test of the results of the current study. Do large, well-
funded and prestigious institutions, have more formalized budgeting processes that 
allow for less interpersonal influence? Does a prolonged environment of economic 
scarcity bring about even greater deployment of interpersonal influence tactics? 
These would be useful answers to have going into the future. 
The findings from this study that Liking is one of the most important factors 
of influence and persuasion in a university setting, indicates a need for better 
understanding of the role of social emotional intelligence, particularly as applied to 
library leadership. What has been viewed as a subject better suited for popular 
business magazines needs to be elevated to a more serious research arena and applied 
to leadership effectiveness studies. Can any personality type become an effective 
leader or are there specific types that are better suited? Can social emotional skills be 
taught and developed later in life? Which are the indispensable social emotion skills 
for effective leadership? 
Further research on the role of the information professional in higher 
education especially as it pertains to the ongoing evolution of the role of the library 
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in academia is needed. Studies anchored in the literature of higher education and 
organizational studies can help to define the future of our profession. In the midst of 
sometimes incomprehensible change, there is a need for research which helps to 
clarify the role of the academic library in the future – not based on what we are doing 
now but on what we should be doing in the future. 
Lastly, the author would like to make a recommendation for more research on 
the future of library and information science education and, specifically, training the 
next generation of library leaders. How do we turn highly specialized digital 
millennials into competent administrators with well-developed political skills? How 
do we get from here to there?   
 
6.7 Conclusion 
In this chapter, the author offered a discussion of how the present study 
served to fill the gap in the literature as identified in chapter two. She also evaluated 
the appropriateness of the methodology and methodological techniques chosen for 
the study. This chapter discusses the conclusion drawn from the findings and 
presents a visual model for those conclusions. The research questions were addressed 
and answers presented. The author went on to explore the assumptions, delimitations 
and limitations of the study including possible biases and other limiting boundaries 
which may have affected the outcomes. The significance of the research was 
explored within several different contexts and recommendations for future research 
were made. 
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Appendices 
Appendix A: Document Identification Protocol 
 
Position Title Interview Date Pseudonym Document ID 
Retired Dean of 
Library 
5/1/13 Ben RDL-5113 
Current Dean of 
Library 
4/26/13;  
5/3/13;  
9/3/13 
Joe CDL-41613 
CDL-5313 
CDL-9313 
Senator 2/24/14 Johnson SJ-22414 
Provost 10/18/13 Charles PC-101813 
President 11/26/13 Sophia PS-112613 
Vice Provost 6/4/13;  
9/4/13 
Mary VP-6413 
VP-9413 
Field Journal 2013-2014  FJ-[entry date] 
 
 
Appendix B:  Participants and their Pseudonyms 
 
Title Pseudonym 
President Sophia 
VP for Finance (outgoing) James  
VP for Finance (incoming) Ted 
VP for Student Affairs Calvin 
VP for Academic Affairs, 
Provost 
Charles 
Retired Dean of the Library  Ben 
Current Dean of the Library Joe 
Associate Dean of the Library Brian 
Vice Provost Mary 
Dean, CAS Alice 
Dean, CoEd Lucy 
Dean, CoB Paul 
Director, El Colegio Betty 
Assoc. Dean, CAS Sam 
Chair, English Dept. Theo 
Senator Johnson 
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Appendix C:  Ten Year Budget Comparison 
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Appendix D:  Definition of Terms in Higher Education 
 
All definitions taken from:  Collins, J., & O'Brien, N. (Eds.). (2011). The Greenwood 
Dictionary of Education (2nd ed.). Santa Barbara: ABC-CLIO. Retrieved 
from http://www.eblib.com 
 
AAHE -- American Association for Higher Education. "This organization addresses the 
challenges higher education faces and promotes the changes necessary to ensure its 
effectiveness in a changing world. AAHE provides individuals and institutions committed to 
change with the knowledge needed to bring those changes about. Individual members are 
faculty, administrators, and students from all disciplines, plus policy makers from 
foundations, business, government, accrediting agencies, and the media." (p.20) 
 
AASCU -- American Association of State Colleges and Universities. "This Washington-
based association consists of more than 400 public colleges and universities and systems 
across the United States and in Puerto Rico, Guam, and the Virgin Islands. AASCU's 
programs promote understanding of public higher education's essential role and advocate for 
public higher education policy issues at the national, state, and campus levels." (p.20) 
 
AAUP -- American Association of University Professors. "Founded in 1915 by Arthur 
Lovejoy of Johns Hopkins and John Dewey of Columbia University. Its mission is to 
advance academic freedom and shared governance; to define fundamental professional 
values and standards for higher education; and to ensure higher education's contribution to 
the common good, most clearly articulated in the famous 1940 Statement of Principles on 
Academic Freedom and Tenure [...]" (p.20) 
 
Academic Affairs -- "The division of a college or university 
that administers the educational and research missions of the institution. Academic Affairs 
administrators handle faculty issues, such as recruitment, supervision, and evaluation of 
academics deans; academic policies and standards; and advising the president concerning 
tenure, promotion, and leaves." (p.3) 
 
Academic Culture -- "A general term for the numerous characteristics that permeate college 
and university campuses, facilities, programs, alumni, faculties, students, and other 
constituencies; sometimes defined as those features without which a particular institution 
would not be an institution of higher learning." (p.2) 
 
Accreditation -- "The process of receiving and maintaining approval for a unit (school, 
college, etc.), or program (teacher, counselor, and/or administrative certification, etc.) based 
on state and/or national standards established by a government or official educational 
organization, such as the state's educational governing board or NCATE (National Council 
for Accreditation of Teacher Education). Organizations providing an accredited program 
must pass periodic reviews by the accreditation agency in order to keep their accredited 
status." p.5) 
 
ACE -- American Council on Education. "Founded in 1918 and the nation's best-known 
higher education association. ACE is dedicated to the belief that equal educational 
opportunity and a strong higher education system are essential cornerstones of a democratic 
society. Its approximately 1,800 members include accredited, degree-granting colleges and 
universities from all sectors of higher education." (p.21) 
 
Administrative officers -- "include institution presidents, provosts, and deans, as well as, 
senior professionals working in various offices. Many faculty members do administrative 
work as well, serving on committees, acting as department chairs, and the like. Some full-
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time administrative officers are also part-time faculty members, and others may have been 
professors or instructors before joining the administration." (p.9) 
 
Board of Trustees (or Regents) -- "The governing board of an institution or of an 
educational unit; the authority that selects and evaluates the president and provides for the 
financial welfare and general operating policies of the institution or unit. The term trustee is 
the word most commonly used for a member of a governing board." (p.52) 
"The terms regent and trustee are generally considered interchangeable; there is no 
appreciable difference in duties or areas of authority."(p.51) 
 
Budget -- "can be defined as a plan for the financial operation of the educational needs of the 
school. This plan includes an estimate of proposed expenditures for a given period of time 
(generally referred to as the fiscal year) and a proposed means of financing those 
expenditures, and it is the expression of educational hopes and aspirations relating to the 
school. During the fiscal year three budgets are managed at once -- the preparation of next 
year's budget, administering and monitoring the current budget, and preparing the financial 
report for the past budget. Some approaches taken in budgeting have 
been: Planning Programming Budgeting and Evaluation Systems, Zero-Based Budgeting, 
Site-Based Budgeting, and Total Quality Management." (p. 55) 
 
Chancellor -- "the title of the highest-ranking official in a unit of a university system or in 
the entire system; used alternately with president, depending upon established precedence in 
a particular system (i.e., in some university systems, presidents are the titular heads of the 
separate universities and report to the chancellors of the university system; in other systems, 
chancellors are heads of institutions and presidents are in charge of the overall system.)" 
(p.66) 
 
Chief Academic Officer (Provost) -- "A title that designates the principle administrator 
who has the responsibility and accountability for the entire academic program in a school, 
school system, or institution of higher education. [...] they are often called provost or vice 
president or vice chancellor for academic affairs in higher education." (pp. 68-69) 
 
Customer Relationship Management (CRM) -- "a computer-based relationship 
management system used by colleges and universities, as well as corporations, to better 
understand student (customer) needs and behaviors. The data collected helps leaders in 
colleges and universities exceed consumer expectations while increasing the number of 
applicants, admits, and enrolled students." (p. 124) 
 
Data driven decision making -- "a process of making decisions based on the analysis of 
data that has been purposefully and systematically collected. Education professionals use this 
process to make choices about policies, programs, and individual students, as well as to 
measure the outcomes of those choices." (pp. 128-129) 
 
Dean -- "an academic administrative appointment responsible for the operations of a college 
at the university setting or a division in the college setting, a dean typically reports to a 
provost. Deans generally are expected to have terminal degrees in a given field and 
significant experience and expertise within the areas they oversee. Some deans retain faculty 
status." (p.129) 
 
Decision Making -- "As an administrative function, includes identifying and constructing 
alternatives by selecting or choosing appropriate lines of administrative action; ranges from 
routine administrative decisions to major policy decisions requiring formulation and 
development of administrative procedures, criteria, evaluation, and professional judgment. 
Decision making typically includes the gathering of relevant information to create a 
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hypothesis, which is then tested for the purpose of making a final conclusion or judgment. 
Decision making also involves goal setting and the consideration of alternative ways to 
achieve goals. [... ] This 'rational' model of decision making is often contrasted with 'non-
rational' models, such as the so-called 'Garbage Can Theory' of decision making. (p. 129) 
 
Emotional intelligence -- "a theory of intelligence related to social intelligence. Emotional 
intelligence refers to an individual's ability to cultivate positive interpersonal relationships 
and monitor personal emotions. Individuals possessing a high degree of emotional 
intelligence are capable of using emotions to inform their thoughts and actions." (p.161) 
 
Fiscal Year -- "A period of one year, not necessarily corresponding with the school year or 
calendar year, for which the financial program is set up, and at the end of which financial 
accounts are closed and reports made, usually July 1 to June 30." (p. 185) 
 
Funding -- "Funding is a means of obtaining financial resources for a specified or clearly 
articulated purpose. Funds from state general revenue and from levies on the assessed value 
of property are the means by which most schools obtain funding. In addition, funding for 
some schools may come from other sources: the interest on property or other assets, rental on 
facilities, the profits on enterprising operations, fundraising, grants, or foundations." (p. 193) 
 
Governance -- "The procedures followed in proposing, recommending, approving, and 
referring changes in institutional policies and practices to the appropriate level of authority 
for consideration and referral to the next (higher) authority; includes faculty promotion, 
tenure decisions, and salary increases, as well as initial appointments of administrative and 
professional staffs, the admission of students, the transfer of faculty and students to other 
academic units, and numerous other decisions that are relatively routine; involves various 
standing committees as well as different ad hoc committees; often referred to as shared 
governance when administrative staff work well with faculty committees." (p. 204) 
 
Higher Learning Commission (HLC) -- "One of six regional institutional accrediting 
associations acknowledged by the Council on Higher Education Accreditation. HLC 
accredits colleges and universities in 19 states. Prior to November 2000, accreditation in the 
North Central region was coordinated by the North Central Association Commission on 
Institutions of Higher Education." (p.217) 
 
Hispanic-Serving Institution (HSI) -- "Federal legislative definition for an accredited and 
degree-granting public or private nonprofit institution of higher education with at least 25 
percent or more total undergraduate Hispanic full-time equivalent student enrollment. The 
federal government identified HSIs in Title V of the Higher Education Act of 1965, as 
amended. To qualify for Title V funds, HSIs must also have low educational and general 
expenditures, and 50 percent of the Hispanic students from lower-income households." (p. 
218) 
 
Incremental Budgeting -- "The process of basing budgetary entries on budgets from the 
previous year. The term usually refers to annual increases that are an acceptable percentage 
increase in salaries and operating funds. In a zero-based budget, each activity to be funded 
must be justified every time a new budget is prepared." (pp. 231 - 232) 
 
Institutional Research -- "The collection, analysis, and presentation of institutional data 
upon which informed administrative and faculty decisions can be based. Its primary concern 
is practical research for the solution of institutional problems through the accumulation and 
analysis of data." (p. 239) 
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Interpersonal Competence -- "A general term for the informed perceptions and 
expectations of others; often referred to as social intelligence, understanding, and 
communicating well with others; includes sensitivity to and appreciation of the activities, 
beliefs, and feelings expressed by others; can be learned, acquired, and improved through 
self-directed learning and professional development." (p. 247) 
 
Interpersonal Intelligence -- "One of Howard Gardner's (1993) multiple intelligences, the 
aptitude for social interaction characterized by charisma and group membership. The 
interpersonal learner usually has many friends and likes to talk to people. She or he learns 
best through cooperating with and teaching others. Teachers and political leaders often 
demonstrate high levels of interpersonal intelligence." (p. 247) 
 
Introversion -- "A personality trait that describes an individual's preference for time alone, 
with one's own thoughts and feelings. These individuals prefer not to engage 
in social interactions and are not particularly motivated by external stimulation. Introverted 
individuals are often more quiet, reserved, deliberate, and unsociable, and prefer to work 
alone. They also tend to take positions of skepticism and often suppress feelings." (p. 249) 
 
Key Performance Indicator (KPI) -- "A quantifiable measure, agreed to in advance, that 
reflects one or more critical success factors of an organization. KPIs operationally define an 
organization's high-priority strategic goals and objectives and help evaluate progress toward 
achieving them. They differ by organizational type and usually focus on longer-term 
considerations. (p. 257) 
 
National Association of College and University Business Officers (NACUBO) -- 
"Founded in 1962, after evolving from a network or regional associations started in 1909, 
NACUBO is a national higher education association, representing chief administrative and 
financial officers, formed to promote sound management and financial practices in colleges 
and universities." (p. 309) 
 
Organizational Behavior -- "How people as individuals and groups act within an 
organization. Organizational behavior in the context of a school is the culture, policies, and 
traditions that make up an educational enterprise. The key elements in organizational 
behavior are people, structure, and technology and the environment in which it operates. The 
behavior of an organization is often evaluated and analyzed in terms of four models: human 
resources, contingency, productivity, and systems. [...] Leadership roles, communication, 
and decision-making processes are frequently mentioned facets of organizational behavior 
that determine the ability of an organization to learn and improve.” (p. 334) 
 
Organizational Politics -- "A term used in education when referring to the realities of 
organizational life that often undermine rationality. Coalitions of individuals and groups 
bargain to determine the distribution of power in organizations. They can be destructive or 
constructive. Ingratiating, networking, information management, impression management, 
coalition building, and scapegoating are common political tactics used by members to gain 
advantage. Political games are played to resist authority, to build power bases, to defeat 
rivals, and to produce organizational change. Organizational politics can be successfully 
managed through collaboration, accommodation, or compromise." (pp. 334-335) 
 
 
Planning Programming Budgeting Systems (PPBS) -- "Business management concepts 
and principles initiated in industry and the Department of Defense. This system advocated in 
colleges and universities as a systematic structure for making decisions on policy, strategy, 
and the development of capabilities to accomplish stated missions." (p. 354) 
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Power -- "the ability to produce an effect, maintain a structure, or institute change. In 
education, power implies having the necessary consensus, resources, leadership, 
participation, and authority to maintain existing educational structures or to enforce change 
and modification of those structures. Some forms of power include: legislative, founded in 
legal or governmental guidelines; expert or referent, founded on the knowledge base of a 
particular person or organization; and symbolic, founded in cultural traditions. Power can be 
exerted through political action, public discourse, or modification of social structures." (p. 
362) 
 
Provost -- "A university or college senior campus administrator reporting to the president of 
the institution, often overseeing the work of the campus's deans, and providing the academic 
direction of the institution. Some provosts retain faculty status.” (p. 377) 
 
Shared Governance -- "A term used to denote cooperation between administrators and 
faculty members in meeting their respective responsibilities in institutional governance" (p. 
424) 
 
Shared Vision -- "In education this term refers to a set of goals or aspirations arrived at from 
a collective image of the future. The development of a shared vision is usually the primary 
task of leadership through the participation of many individuals. It fosters a genuine 
commitment and enrollment that permeates the organization with a sense of commonality, 
giving coherence to diverse actions." (p. 425) 
 
State University -- "An institution under state control and offering courses, programs, and 
continuing education opportunities, with a strong emphasis on practical or applied subjects." 
(p.443) 
 
Tenure -- "Tenure, in education, is a guarantee of position permanence, after successful 
completion of a probationary period of service, in a school, college, or university. 
Proponents of tenure assert that tenure protects a teacher's/professor's academic flexibility 
and/or freedom of instruction, as well as longevity of employment, while critics argue that 
tenure either shields or prolongs the release or dismissal of an inept, unqualified, 
or incompetent teacher/professor. In most tenure cases, an educational institution may 
release or dismiss a tenured teacher/professor for just cause after a due process or as a result 
of financial exigencies." (p. 462) 
 
Unions -- "In education, organizations composed of teachers or other employees, focused on 
workplace issues of salaries, benefits, physical settings, conditions, and professional 
standards. Unions are found in all states of the United States, with the primary distinguishing 
feature among them being the right to conduct legal strikes or work stoppages. The activities 
of unions are also directed to political issues that members determine to be important to the 
teaching profession. The issues often involve federal and state decisions affecting funding 
[...]” (p. 480) 
 
Zero-based Budgeting -- "A budgeting process that begins each year's budget at zero and 
requires the budgeting unit to justify its entire budget each year. Initiated by Texas 
Instruments, Inc., the term was often associated with the federal government during Jimmy 
Carter's presidency." (p. 509) 
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Appendix E:  Key Terms of Social Influence 
 
Compliance can be defined as action that is taken only because it has been requested. The 
process of generating compliance then, refers to the process of getting others to say yes to a 
request. (Cialdini and Sagarin, 2005, p. 145) Cialdini discusses at some length, the 
phenomenon of automatic shortcut responding or fixed action patterns which “tend to be 
triggered by a single feature of the relevant information in the situation. This singe feature or 
trigger feature, can often prove very valuable by allowing an individual to decide on a 
correct course of action without having to analyze carefully and completely each of the other 
pieces on information in a situation.” (Cialdini, 2009, p. 16) "We are particularly vulnerable 
to techniques that elicit automatic responses due to the difficulty in defending against them" 
but also because we are essentially lazy. (Cialdini and Sagarin, 2005, p. 144) 
 
Persuasion “involves one or more persons who are engaged in the activity of creating, 
reinforcing, modifying, or extinguishing beliefs, attitudes, intentions, motivations, and/or 
behaviors within the constraints of a given communication context.” (Gass and Seiter, 2011, 
p. 33)  “Persuasion, quite frequently, is a process that requires that a number of steps be 
enacted in the right order. . . . Sequential persuasion encompasses a number of tactics aimed 
at getting people to behave in a particular way. (Gass and Seiter, 2011, p. 204) 
 
Influence occurs when an individual's thoughts, feelings or actions are affected by other 
people. “Research on social influence considered the forces that allow one individual to 
cause attitudinal and behavioral change in another individual” (Malhotra and Bazerman, 
2008) 
 
Elaboration Likelihood Model states that people with the cognitive capacity to process 
complex information will make judgements based on “central cues” while those that do not 
(for any number of reasons related to cognitive abilities, mood, distraction, attitude toward 
the speaker or the content, etc.) will rely on “peripheral cues.” Central cues are directly 
related to the content of an argument or presentation while peripheral cues are related to 
elements such as speaker’s physical appearance, their credibility, clarity of the presentation, 
etc.) (Malhotra and Bazerman, 2008) 
 
Heuristics “refers to experience-based techniques for problem solving, learning, and 
discovery. Heuristic methods are used to speed up the process of finding a satisfactory 
solution, where an exhaustive search is impractical. Examples of this method include using a 
“rule of thumb”, an educated guess, an intuitive judgment, or common sense. In more precise 
terms, heuristics are strategies using readily accessible, though loosely applicable, 
information to control problem solving in human beings and machines.” (Wikipedia, 2011) 
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Appendix F: Sample Email Invitation for Interview 
 
 
Dear Dr. _________, 
 
It was my privilege to meet you last week and I am delighted that you are interested 
in participating in this pilot study. As you may recall, the study involves research on 
the individual and interpersonal aspects of decision-making in universities with a 
special interest in funding allocation processes.  
 
My main focus will be the case of the university library. The theoretical framework 
on which I am basing my study is rooted in Social Psychology and, specifically, the 
theories of Dr. Robert Cialdini. For an entertaining and quick overview of these 
theories, you can click on this 
link: http://socialinfluenceconsultinggroup.com.au/media/persuasion-animated-
video/ 
 
The methodological approach I am taking is primarily ethnographic. In addition to 
document review, I will be performing semi-structured interviews with key decision-
makers on campus, engaging in participant observation activities and writing field 
notes about the research. 
 
As the current Vice Provost and former Acting Provost at ____, you have been a key 
decision-maker in the university's budget allocation process and can offer valuable 
insight into that process. This interview should only take an hour of your time. It will 
be recorded and transcribed for use in my dissertation. The nature of the interview 
will be semi-formal, involving a list of questions which will be used primarily to 
guide the conversation. The interviews can take place in your office, or any other 
place you choose.  
 
Here are some possible dates and times for our interview.  Please let me know which 
ones work best for you or feel free to suggest an alternate time. 
 
Tuesday, April 30th -- morning or afternoon 
Friday, May 3rd -- morning or afternoon 
Monday, May 6th -- morning or afternoon 
 
I am very grateful for your support for this research. 
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Appendix G: Interview Questions for Administrators 
 
 
 
 
Interview Questions for a University Administrator 
 
Grand Tour 
Tell me about your personal experiences with libraries -- as a child, an undergrad, a grad 
student, faculty member, etc. 
Can you describe for me the budget process at this university? 
Reciprocity 
How would you describe the importance of the relationship between the unit heads and the 
provost? The unit heads with each other? 
What is the most important quality in a dean at this university? What does it take to survive? To 
thrive? 
Is there room for negotiation and or bartering within the budget process? At which levels? 
 
Aside from the operating budget, I have noted the existence of other discretionary funds which 
are held at the vice presidential level and disbursed on a case by case basis. How does the 
university ensure that those funds are disbursed in an equitable and strategic manner? Is there 
discussion at the VP Council about these requests?  
I have been able to explore the budget decision making process at the dean and director level 
but would like to know more about the process at the VP level. How do those discussions 
proceed? Is there a give and take that happens? 
Liking 
Aside from the library director from whom do you receive information about the library’s 
needs? 
Tell me about your relationship with the library director (or other)? Lunches? Conference 
attendance? Community work? Recreational outings, etc.? 
Are there other unit directors with which you have a significantly different relationship? 
How often do you participate in library events either on campus or off? 
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Interview Questions for a University Administrator 
 
What professional conferences do you attend? Do you ever have the opportunity to attend 
library-focused sessions at those conferences? 
Among the members of your governing board, are there members who have openly identified 
themselves as library supporters? 
Generally speaking, is the library director well-liked and respected by his/her colleagues What 
is the impact of that? 
 
Consistency & Commitment 
Do you see yourself as a library supporter? How so? 
Have you ever expressed public support for your university library (in a speech? an interview? 
etc.) Have you heard the president or a member of the Board do so? 
How do you view the role of the library on your campus today? How has it changed? 
How do you perceive your (or your office’s) responsibility to the library? 
How do you balance the needs of a campus-wide service such as the library against the needs 
of all of the other departments funded through your office? 
Have you had to make some difficult funding decisions for the library in the past five to ten 
years? 
Scarcity 
To your knowledge, has the library engaged in any campus-wide campaigns to publicize their 
services? Have these had any significant effect? 
Do you receive letters of support for the library from other stake holders such as faculty, board 
members or student groups? What impact, if any, do these have? 
 
Can the case be made in a convincing way that the library offers a unique brand or service 
which enhances the university? How so? 
Do you give any credence to public media pronouncements that libraries are a dying service? 
How has/should the library transform itself to meet changing information needs of your 
university? 
Authority 
  
 
Funding the Academic Library Page 323 
 
Interview Questions for a University Administrator 
 
What role does information in the media play in your decision-making process? For example, 
do you take note of library related articles in professional publications such as the Chronicle of 
Higher Education? 
When making decisions about other units within your area of the organization, how does the 
process of fund allocations for the library compare? 
When there’s change within the department, how does that impact the process (e.g., a new 
assistant provost or new department head)? 
How do you gather information from interest groups? 
Whom would you consider to be an authority on library information? 
Should the library director engage the services of an expert consultant or an outside group to 
present their case? How would that make a difference? 
Social Proof 
Do you look to the example of other institutions (either comparable or aspirational) for 
indications on how to fund the library? 
To what extent do other university leaders impact the funding allocation decisions regarding 
the library (e.g. the President, the Chief Financial Officer, Board members, etc.)? 
 
Does your university have an official process by which performance measures are compared 
with other institutions for the purposes of budget planning? 
What about the role of research reports? 
Does the college president look to the example of other college presidents at organizations he 
aspires to emulate? 
 
General Questions 
Was there any one or were there any two/three key people on whom you relied for information 
to help inform your decisions? 
What would influence you to make a decision regarding budget increases in one area of your 
division over another in upcoming years? 
Would you say there’s much variation in the budget process from year to year? 
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Appendix H: Atlas.ti Screen shots of Coding Process 
1. Screen shot from Code Manager Screen showing the Cialdini theme of “Liking” as a code 
family. Displays one specific code and its linked text in background. 
 
 
2. Screen shot of network view of code families for “Liking” and “Relationships.” Some 
codes have been excluded for confidentiality purposes. 
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3. Screen shot of network view for code families of “Reciprocity” and “Relationships.” 
Some codes have been excluded for confidentiality purposes. 
 
 
 
4. Screen shot of code manager screen for “Library Space Plan” showing multiple linkages 
to other code families. Some codes have been blocked for confidentiality purposes. 
 
 
 
